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PART I 

INTRO -'UCTIOW 
Chapter 1 

?KE FROU.NL* A HD IT r ’ I v PShTAhCT. 

The problem of rating or jul^in^ one’s subordinates 
Is gs old as Organization Itself. Many writers hove stress- 
ed fchs point that Judging the employees under hirt is an 

1 

integral part of the Job of the supervisor. Hay 

that consciously or not, the supervisor rotes his men 

whenever called upon to choose between then for special 

assignments, special promotions, or reductions in 

£ 

force. Jucius considers that the rating of employees ia 

one of the cl Jest and ost universal practices of taanage- 

nont and that there never wsa a tint when supervisors end 

loadera did not juuge the relative value of ami loyeea. 

3 

Tiffin emphasised that tho«&h to© tern *«erit rating” 

(service rating) is of recent origin, t ,« Judging of tnployeea 
by their supervisors is not. 

NEED FOR FORMAL ^TLOD 

If many writers ha v t agreed that service rating can- 
not be dispensed with, an equal ntaeber are in consonance 

as to the need for a forasl othod of making and reeord- 

4 

lr% these Judgements. Marble proclaimed ttwi the service 
rating device protects th*. employ*© ”nann .eriel capri- 

ciousne8a M in t.;e determination of ..1# service standing. 



White taught that one of tha purposes of the formal effi- 
ciency rating is "to protect c .ployeos e^elnst the snap 

judgements, prejudice, end ill vill of sorr supervisors". 

G 

Tiffin feels that the emergence of the formal rating sys- 
tem has " involved tut transfer of ratings from haphaserd, 
randans, and frequently irresponsible judgement e of supervi- 
sors made perhaps during the heat of a quarrel, to rating,* 
made calmly, deliberately, systematicrlly...." . In addition 

to this neod for mini islng the effects on the ratings of 

7 

the frailties of the rater, Juciua sees furtner value In 
the formal recordod rating, in providing a means for pre- 
eerving a m asuro of an employee's worth so that even in a 
lar^e industry tne treatment received by all ©•vloyees end 
the opportunities opened to thoa will be consistent through* 
out the organisation. 



03 J r CTXYjp : OF AT1NG 

The objective* of rating are uenifsld. Principally, 
of course, the purpose i«. to securo a recorded jud ;ement of 
the employee's value to the organisation, cut underlying 
this and giving it direction and motive, r ^ny specific 

aims. Mention has been _.ado of t xe utility of rat in in 

eff or *in^ a oasis for ct oicc between one’s subordinates for 
special assign-}* at*, special a.arda, promotions, and reduc- 
tions in force. Less obvious but no 1 as important, is the 

0 

use suggested by Yoder , of ratings a;, criteria for evalu- 
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etlng the effectiveneos of other personnel practices* 

Tiffin'*', Plgora and fjera^, on i Corner and Kin^sley^ 

Keiie auch the asmo point when tr.ey listed r* t ln*. a os a source 
of Information on wuich to baas progra-io for ©nplo/e© Im- 
provement, training, cad development. Associated • It . tula 
is tut use of tne data fro-, ratine a.» a foun !ation and 
guide for studies to Improve scrceain and selection pro- 
cedures. Further, operation of a pood rating plan re- 
sults in improvement of the suporvisor, as mentioned by 
both Tiff in^ and Juciua^, and therefore such Improvement 
Kay bo considered as one of tne purposes of the pro, m. 

Hot spaclficolly mentioned in the literature is the 
ueo of the norvice rating as an instrument to aid in the 
fostering of good discipline and oral©. Kuch good work 
snd many minor deficiencies are not deserving of special 
action other than as reflected in the unrking of the service 
rating blank. Yet good work -ust bo rewarded uni brought 
to the attention of the employee anJ nans er.ent, an. the 
servico ratify provides a means of doing thin. Though the 
effect on employe© nay be vitiated aomewhet by the 
fact that Use psychologically sound principl« of the M tee- 
diatg of tu© re-ard” is violated, t ie dopen ienco on the 
service rating »s « f o; * of reward is justified on prag- 
rafttic ground a. 
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Till. VALUb OF «*i jiVICL , AT 1KG 
TO TIi , NAVY 

The considerations which serve to render service rat- 
ing? so valuable to lerge industries ere effective to eta 
oven greater degree in the personnel a* iniatratlon of the 
Navel Service. Three coalitions operate to stake ti-.ia true. 
First, th* re is the feet of sheer nunbers. The officer 

corps of the *ogular Uevy is emeposed cf 43,92U Indivi- 
14 

duals while the officors of the Novel hesorve total uj to 
a rauch larger figure. Second, tt c Preble’s posed by nice la 
complicated by t» o t-vin factors of wide dispersion over 
loryo areas of the earth, an i nobility ' lthin end beyond 
those areas. In fact, it is safe to say t.mt Hovel units 
ere likely to bo found anywhere except possibly behind 
the "Iron Curtain*, toe currently popular torn for the 
boundary between Russian do limited territory and the rest 
of the world. Filially, the difficulties of Naval authori- 
ties are not United to the probloi* of else and ubiquity# 

In oven nore severe strain is placed cn administration 
during periods of r# pid expansion in ti -ea of national 
1 ergency and during the process of demobilisation when 
tho cnorgenc. h«s passed. ' ith final authority for fill 
administrative action nocossaril; centralised in the Navy 
hopsrtuent in aahlngton, anl vith so uany individuals in- 
volved in nwaerous widely separated an a mobile groups, per- 
sonal kno led, e on tie part of U;o' responsible for cl in- 



iatrstive aetion, of the quoliti s of oven a assail nusuer of 
the officers of the Navy is impossible. 

The Navy bcpartnant recognizes t.*e I:uporten~e of ser- 
vice ratings, or fitness reports. Ample evidence of t.*is is 

1 s 

contained in the followin. pasaa e fro Navy he.iulations. 
Article 1701. Fitness Reports &ni Records of 
Officers. 

1. T ie fltnosa of *m officer for the service, 
with respect to pro-otion and assignment to dutj , 
is determined by his record, lieperts of fitness are 
deciaivo in the service career of t^o individual of- 
ficer, arid have an important izifluor.ee on the effi- 
ciency of the entire service 

Tho If ovy»3 “ OFPICLh 1 Fin *? ’* 0: 7*’ , For- f.NV 
310 A { Mev 6-45), is intended to fill the need for a aerit 
rating in t..e "orvice, but unf ortuaotelj it la e partial 
failure. First of ell, it is subject to si&nif leant ob- 
server errors, like noat rating devices an 1, di ssppointlnfcly, 
its design emits several features which authorities consider 
will eliminsto or reduce such errors. In addition, its 
makeup does not provide for t :e use of the latest techniques 
in nsc lino scoring, sorting, and t&oalatioti. This is an im- 
portant wcaknosa in view of t.-e rowing importance of na^i- 
izaa efficiency implicit in t us concept of r* e.iinoes for 
"Total ar". Although srsll numuer a of the fitneaa reports 
are not lAborious to prrpnrc, any considers.*!' stud of even 
a noderate nunoer of t . uch as. uust ,a performed t.en 
» aking selections for pronotion or special Baaiyruteata, or 



6 



for evaluating other personnel procedure a, la inefficient 
cm 1 tine consunln.; under present coalitions. 
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PI, TIT I 
Chapter 2 

PLAN PO. TH.‘. -LuT OP f * ;3' L • 

The design and use of ier>ice rati.. la a task in 
psychological measure »*ut e;i : fie deal nor* a most formidable 
obstacle has been the difficulty of eliminating or control- 
ins the H hunen error” or bias of the rater. This paper will, 
therefore, examine rathor thoroughly the psychological fee- 
torn bearing on the Question it. an effort to show the nature 
and extent of tnis ”hu**a error” end perhaps assist the 
reader in gaining insight into the problem. 

Uuch valuable research Las been end is ^eing perform- 
ed in t ie field of service rating design an! use, an? a 
great deal can bo loomed from a review of the reported re- 
sults. Consequently, a chapter will bo devote 1 to the de- 
scription and discussion of the .nore 1 ports at types of 
rating devices and rating procedure a In use. Tbits dis- 
cussion will include - eighia^ of the relative a *■ urAi.ges 
and disadvantages of the so 1 oral devices end systems and 
consideration of the various error-proluoin , psychological 
factors Wiiic’i t ;e measures descri od arc designed to c oat- 
bet. Proa t .is tn sW.ivt r* uody of "best practices” will 
be assembled. 

The four , r crvice a wh ich as*© included under the gen- 
eral name of "A mad Forces* , cac * uac a different typo of 
officer's service ratia , ar... oec. * device has its good and 



0 



its bad points, file so military service ratings *dll bo ele- 
ocrlbed, analyzed, and judged, in t.t© 11 ht of t;:e afore- 
mentioned ”be3t practices" and, baaed on this Btsessnent, ns 
well sa on the "boat practices*' , n plan for a new improved 
officer’s fitneas report fora will proposed for adoption 
by tho Navy. Ho actual **orl of construction of the device 
will be attempted, ao such ia beyond sue scope of t„.io thesis. 

As has been stated, much research Las Leon done in 
this field. In the review of tno reported results of that 
research, credit will ^-e _iven to the scientist* whose ma- 
terial is quoted or referred to w ;erevor poasi 1c. It ia 
deeirod, in addition, to -eke specific •ention her# of tho 
works of Grant Sheridan Ease and of ayne Glister ranploa. 

In 1047, Mr. faze submitted » raster’ a thesis to the 
Graduate *'chool of Tno Ohio "tat© Unlversit; entitled A 
Katin,-, ■ cal© for Marine V on-b u. .iusionod Officers of the 
Plrat hree Grades , t year later, hr '.ample s submitted 
a caster’s thesis to tno srn« authority entitled £_ tuv; of 
alorit Hctinjs at no da for Prof esaloasl Employee a , *-ech 
writer developed n rating scale • lien ho recommended for the 
purpose stated In tho title of ..is theela. Althou, h. the 
general type of scale produced by both Hr. fee© end Hr. h am- 
ple (tao graphic rat in. scale) coni*, bo used as a Naval 
officer’s efficiency rating, the particular Si.al« - le- 
va lop o«l e M d roportod oal i not be auitaol* rn t.-e.cfor® 
will not oe discussed further. 
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PA KT II 
Chapter 1 

GOje PSYCHOLOGICAL FACTORS ua ring qk 

nm PROBUHi of simvicK ratiho 

KAThm OP RATIliG 

Heretofore In this thesis, service x*ating ban been 
described as the Judging of tho ratee*s worth to Ms organi- 
sation. Reliance is placed on judgement* In this Inportant 
field of noasurenent boceuao of lack of setter aethod. To 
paraphs no Yoder* - it nay be said that rcany human qualities 
such as leadership, initiative, persistence, self-control, 
and others *ro important to -vocational success but objective 
sseasurea of such characteristics do not exist. 

These judgements are reached os a result of th 
rater* s observation or perception of the typical p&rTornance, 
or the characteristic actions or behaviors of the roteo. It 
has been said that, "Howhor« so nueh os In ju glng people is 
perception likoly to be so biosed.* 1 '* Personality is gen- 
erally thought of by sclcntistr e@ t*.e total pattern of an 

% 

individual* e reaction to hie onvirorvnent. In truth Stainer 
has defined personality as the integral of an individual* s 
characteristic responses. It is evi .out, therefore, that 
the service rating, in assessing the typical performance of 
the retoo, is attempting to mature an erpect of .xia por- 
ous lity. 

A ssosont * s reflection will bring the r all Ration that 
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personality is a complex out it; ; just ho* complex is r f v-ial- 

4 

ad in t finJin, of Allport and Odbert ths t there aro 
17,953 words in tue }n t> iia. kn us^i used to describe tho 
behavior of one person as <l8tini;uished from another, i.ven 
when allowance is aede for everlsp in seenln^ r-ion^ these 
v oris, tho ran 4 ,e of differences in behavior provided for re- 
gains very greet indeed. 

hue to the interrelation between a nan’s perceptions 
tnd bis beliefs sad attitudes, which >111 b*» 21 » cussed noro 
fully below, the service ratio. is is ore taen a lecord of 
personality as perceived. Undvr o t system, inextricably 
Included in hie concept of the rt tee if a description of the 
rf.ter’a beliefs an- attitudes tower’ rt'tee. 

The value of a formal rating ay *t** he <oon lis- 
cussed. uch a aye to will require the ret- to deacri e 
his concept of each rntee on a asps rut form. A well do-* 
signed form will provide .uinenoe and s aistcnce to the 
rater in t is striving for objectivity a • ell as e place to 
recori t.ls ju igea-nts. Puller appreciation of the acuteness 
of fcht- need for this gui isnet enu as ievance will co-- a- e 
discuss on fmcceeJIns payea sor*e of the wore important psy- 
chological influences ope ret in . to Iipfir ih<- objectivity 
of the rater's judgements. 

no- ' T T. „ IPA>n OF 

p: .caption 

f octal psyeholo^i->ti- t#ach that a person's percept- 
ion of rhat taues place aro.tnd .1 is profoundly affected 
















4 •» U 










1*1 <lm 

U ’9w,teW 









««*»•<* -il l ixltw.tsc 




11 



by factors within him and that many of tiieas interior in- 
fluences are themselves the product of th*v individual* a prior 
perception and loarnln,,. An example of this theory a a well 
as c clue to the nature of aoiae of the interior modifiers my 
be found In the following quotations: 

How >ie perceive the world ia a product of 
memory, imagination, hearsay, and fantasy ns 
well aa what we ore actually "perceiving” 
through our sense a. C 

Data arc perceived and interpreted in terms 
of the individual percoivor’s own needs, own 
emotions, own personality own previously form- 
ed cognitive patterns. C 

The reader fi 11 readily see the txmth in the fore- 
going and can perhaps recall actual instances in which por- 
tions of it have been bom© out by experience. In addition 
there has been much experimental proof. However, only a few 
of the more important experiments can be cited here because 
of space limitations. 

It eat mentioned that Imagination, emotions, and 
"previously formed cognitive patterns” (belief* and attitudes} 
affect perception. Murray*^ found this bom- out in his ex- 
periment in which a group of perceived maliciousness 

tc o greater extent in a nan’s pictured face after they lint! 
played a gaaa of "Murder”. Leuhn and Lucns^ found similarly 
that n person’s nood significantly influenced Lia perception 
of moods in the people in pictures shown to hi* . Another 
investigator, Haider, reported that a p»rson wj be thought 
guilty of a crL.e, bccuuse he "looks as if he could have 
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consiltted this criso” or heecsusc he he a the disposition to 
do such t thing**. hnl finally Cilllg^ demonstrated that 
people tend to fail to see the Ktistnlca comittcd by people 
they Ilka while at the amrm tine attributing aistnkea, with- 
out justification, to persons they dislike. 

F0KKATIOM CP PC AID ATTI?rJ» 

Another aspect of the relation between perception and 
beliefs end attitudes la to be found in the following pos- 
se ge fro.*. Krech and Crutchf ield:^ 

A belief (end an attitude elso)^‘ v is n 
pattern of aeatfiinga of a thin*;;,. .It ia a 
product of original pereej tiona, of the re- 
organisation those perceptions hove under- 
go no, of the cognitions created by such re- 
organisation, etc. 

That is to cay, not only ia perception influenced by beliefs 
and attitudes but they are in turn dependent on perception 
for the retr materials from which they are n«de. 



or ah , 



(that about th« effect of the pass* v e of ti o on be- 
liefs an J attituiea? It ia generally understood that there 

** •« 

will some f urge tt lag. Kroch an i Crutchfield admitted 
that what one knows and believe 3 changes with the pcaaage 
of tl*e but o -tied th« /elusbl thoughts that the effect of 
tine appears “...not only ii errors of ouiasion but fre- 
quently in errors of eor::alasion as well* and “...facta or© 
created through the process of creative forgetting.* Adopt- 
ing the language of Kroch and Crutchfield, on® say adi to the 
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forego lag the process of * selective f argotting" , 

Cleercut experimental demon* tret Ion of M errors* of 
coxsniaeion" may be found in Bnrtlefct * experiment in 
which his subjoctn, when required to retell an unusual end 
s owe whs t ambiguous story, tended to the tinfemilior 

content into more fcr.ll la r tutorial. ’’^elective forgetting" 
wo a recorded by Levine end Murphy^ when they found that 
their enti-Communlst subjects remembered onti-ConBiuiiiat ma- 
terial better while the pro-Gornuniat aubjeets retained pro- 
Coawunlat material more completely. The sane atuly elso 
demonstrated the influence which one’s attitudes have on per- 
ception, for tho subjects learned poorly that material on 
Goanunisn which »tss at variance with their viewn. 

Wf ITTAHCK TO CJtfXGL OF BKLZLff AKIW5/ 

Though there is a tendency for beliefs and attitudes 
to change with time, there is a concurrent tendency for then 
to resist change, Tills way uc thought of na a resistance to- 
ward external influences which night cause change. Such e 
phenomenon is to be expected in the li ht of the fin Inga 
of Levine end Murphy already mentioned for there, tho infor- 
mation which was contradictory to the views of tho subjects 
was j. u* ly perceived an 1 quickly for^ott^n. Thus e see that 
beliefs an 1 attitudes h eve "aelf-prot .ctiv d-eviees"^ and 
tlint they "not only twist and warp Jots m. 1 thu« 'maintain 
themselves but create no lata for self -inco.v oration nnd 
thus grow in intensity.”^ 
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OTiiJ It FACTOR? iJlTL^JCIK-i OBJ CTI ,r ItY 

Lffeet of Length of Acquaintance 

It is obvious that the rater’s Judgement of the rote© 
is of little value unle-»a taa former indivi lual has boon ac- 
quainted with the latter one sufficiently long. Yet, as warn 
ed by Burtfc,^® there coraes a tin© then, ns t-e length of th© 
acquaintance increases, th© accuracy of the rating® decreases 
Eurtt ascribes this phenomenon ter, (1) the natural reluctance 
of the supervisor to i-aply that hi- subordinate Lea not in- 
provod under his leadership, and, (2) the equn.ll., natural 
tendency of the supervisor to identify himself with the old- 
er subordinates who are store nearly like him in a e and a: - 
porienco. Stockford and Bissell^“" found »at..c iatical proof 
of these tondoncios end consented, ”...the longer ono bus 
known Another, the more acceptable becosio* the other’s per- 
sonality.” 

Another aspect of acquaintance affecting, t a* accuracy 
of judgements is that determined by the coalitions under 
which the acquaintance was roe do an i aint* inod. A super- 
visor’* attitude toward a suborlin-t ih o he kno.-s only on 
the job 1 s likely to be quit- different from hi* feelings 
toward one with whom ho associates while off duty. xperi- 
nantal support of this generalisation : e. founJ L- Zilllg’ 
de castration, olrea i* nent-cnod on pare 1a, of how people 
toad to overlook Mistakes mad© by persons t Boa they like. 
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Relative Difficult'/ of 
Juicing Different Traits 

It has been found that raters can judge son© traits 
no re reliably than others?. Tills phenomenon nay bo attribut- 
ed to factors inherent in both the raters end tno qualities 
being considered. The raters, due to thoir own disparoto 
cultural backgrounds, nay be uncertain ns to the exact noan- 
in u a of the toms used on the ratin' fores, or they nay bo 
doubtful ns to just what overt behavior indicates the pres- 
ence of a given trait. ’ hen considering the traite, one 
finki that those which ere simple an I lose couple-., end 
those vhich cause behavior cuisine ting in tangible results, 
are uore accurately esti u tod th«u, are the cor.pl«A character- 
istics, or those which leave little concrete evidence of 
thoir oxister.ee. Gtockford cn i Bissoll reported, for instance, 
that * dependability" and "quality of work" were uora reliably 
judged than "norale" and "cooporo tion" Those results 
support earlier aitailar findings of Rolling* orth.‘ 1A A fur- 
ther difficulty attributable to the traits themselves is 
touched upon b.< : tagnor in the words, "Things which have the 
sane nano are not necessarily the aancj e.g., courage in fac- 
ing a wild cair.nl is not the enno as courage in facing adverse 
public opinion."^ 
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tion with the research incident to tho inai n of tne pr * it 
rating system of the U. f. Any. His resulting ccnrcnt woa, 
"Though not a necessity o; the logic involved, t } .»o*e ite.us 
which tend to be used vo^t often, I.o., ere generally •pre- 
ferred* bj raters In describing otters, ax invariably i-ore 
favorable iteius— nice t..in§,s to say." Cronbtch nnred this 
tendency "generosity error" an l added, "It Is co- '.on /to find 
GO to GO percent cf on unacloctod group rated * above overage’ 
because of the ur^e to apoa favorably if poasiblo.^ 

Error of Central Tendency 
Related to generosity error is the tendency of the 
rater to aark a roten about whoa ho has insufficient informa- 
tion “overage" or near "average" rather than co*ifess hie lack 

ryC 

of kr.o lod 0 e. Guilford nanod this phenoaenon the "error of 
central tendency"* Unquestionably, when force! to rue as as 
to tho qualifications of an individual, ono will enjoy the 
greatest probability of using correct if he -nesses that the 
rates is average. But service ratings should be based on ob- 
servation and judgement an guessing is out of place. 

Logical Error 

Many raters will reason that because the ratco ex- 
hibits fl certain trait to sore degree, ho alec- losaeti. 
certain other traitu to s sirsilftr degree. To their k«: of 
thinking, all of that particule r group of trait are reslly 
the sa, e tulng or at any rate, the; constitute © ayndraan. 



^uch t«inkiUj_ is fallacious end ti- in-'octed to CJre ens 
for* focusing attention on it and aptly nfia-ln?.. it "logical 
error" . 

There wan sons Indication in the "tockf ortf and I issell 
atuiy previously sentience!, that the relative proxi Ity of 
certain traits cn the seal© will ho%e an influence similar 
In effect to logics! error. In other words, the ju 5 .ge*ont 
rsad© on e trait affected .-lightly tut Txensurebly the judge- 
ments made on adjacent trnita. The authors stated that 
"....the differences in tho intor-correlat ion3 between ratings 
of tho some traits varied fron-f .01 to +.0C depending direct- 
ly upon tho change in proximity of th© trait from ono scale 
to another....."*^ 

Halo 

Closely related to logical error in it cauae is the 
"halo" effect. It leads th© rater to e uia- that became© Kla 
general impression of the rctee is • ood (or had), the ratee’a 
shoeiBt, in all, or in a -utjority, of th- traits on th* r» ting 
scale is good (or bad). Halo is generally deplored by author- 
ities in rating, with one exception, end, «» will be discuss- 
ed in the next chapter, much design effort has hoot: expended 
on the problem of how to prevent or Minimise It. the excep- 
tion referred to shove is .alter V. Bingham who feel a that, 
to sotae ©xtont, a nolo effect i» acceptable #nd propar, in- 
deed inevitable. In support of this belief he wrote, 
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....it 1 r not the rater clone whose reac- 
tions to the candidate are in question. Ho la 

but tyc leal of others w:o will react 

to tho subject, not aa a bundle of isolated 
traits, but as r per* on with certain diitleo. 

Th® Judgements an! responses of all those 
people v ill unconnciously and inevitably 'tttii- 
fost a halo effect, which is, ia part «t least, 
valid. 

Differences In Purpose;* of Raters 
It is generally agreed that praise la nore offectivo 
than reproof in moat situations. Definitely gre: ter motiva- 
tion resulted from prr.ls among school children in on experi- 
ment reported by Hurlock.*^ Sophisticated rater* or® a> are 
of this phenomenon and, unless they guard against it, they 
nay allow this kncwlcd e to influence their ratings to the 
extent that they give higher marks than aro deserved on the 
basis of performance, ro;3e rupy ev,n go so far as deliberate- 
ly to give higher Markings in the expectation tin t such marks 
will spur the ratoo tc greeter effort. The rater * 0 'ild de- 
scribe this practice aa "giving t i« rntee eon* thing to live 
up to" and would seek to Justify it on the ground that he was 
improving perf onmnee by boosting the norale of t \o ratoo. 

The effects of fru trttion have been ianonatrated ex- 
perimentally and well reported . The individual subjected to 
frustrating circumstances has the choice of resorting to 
cither adaptive or maladaptive behavior. Desirable form of 
adaptive behavior which axe ac**t likely to be encountered in the 
rfttin^ situation include cuch affect,:. ns iatensif icatiou of 
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effort and reorganisation of one's perception of tno problem. 
Maladaptive behavior in tho rating situation probably would 
include such adjustments os aggression, regression, with- 
drawal, and rationalization. 

Many raters, even those lacking in formal psychologi- 
cal education, are cognizant of the possible results of frus- 
tration, at least to tho extent that they recognise that, 
though frustration nay cause increased effort, it noy cause 
instead, withdrawal or quitting, Realisation of this nay 
lead a rotor to leniency In rating because of e desire, or 
preference, for relying on the known good effects of praiso 
rather then risking the induction of tho mflndaptivo roapenso 
of withdrawal by imposing tho frustrating experience of a low 
rating. 



Differences in Standards 

It has been said that "Individuals differ with respect 
to almost any human attribute vo are to measure.”^ Private 
staniar.is of comparison are o personal attribute, a component 
of personality, end, therefore, will bo found to differ from 
one individual to the next. Llko other personality factors, 
standards of comparison are a product of the individual's 
innate characteristics and ell t .e countless influences of 
his environment. The importance liere of differences in pri- 
vate standards of comparison li^a in their Influence on the 
rater's judgewmts. Variations in the star, ard of comparison 
obviously will uo reflected in variations in measurements. 
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S t&XARY 

\5To have seen that the sorvice rating process is an 
attempt to raefi sure an aspect of personality. It does this 
by having the rater endeavor to describe an i recorJ Lia per- 
ception of the rotee. The point was raade that perception is 
likely to be particularly biased when judging people, in- 
ducing this bias ere such powerful psychological Influences 
aa the pcrcei ver* a memery, imagination, emotions, beliefs, 
and attitudes, 7he interrelation between these factors and 
perception »a. discussed with enphaois on the process in 
which, (1) beliefs and attitudes, formed, a; they are, from 
bieao 1 perception, are retained and further biased by ec- 
lectic and creative forgetting and, (2) subsequent percep- 
tion is rendered further biasod and selective t-ith tho result 
that beliefs end attitudes tejid to grow in strength. Further 
discussion described how inaccuracy in aervico ratings can 
cone fro:, long or frionlly acquaintance between rater and 
rntoo, variations in the .ifficulty of jui»-;in 0 different 
traits, the innate desire of most en to ape ah well of others, 
differences arsons rstsra in the results they hope to achieve 
with ratings, and differences anci^r rater in st*m i"r ■ of 
comp art sons . 

This is t i» material and these ere th- conditions 
with which the designer en «. constructor of service rating 
iovicoa and procedures must work. Ho is attempting to mea- 
sure that which la difficult to define and which, in the 




!*<’• .m 4 «M) k* ym l 

I V ll— -.*v M ▼ «■ h 0JM t— ►< Ml ,mim« 

** •! ****** fw« i woii.m 

I % *• *| j _» Mlfmw *«. , 






r» 



*-• 1 -•• I 

I 4 * * •' .1 >u.ot f*4- 



fl »i« 

-•# 4»l«l .«i« 



> fillMI 



*** M*- l* »l *6 lilil U kf|>» g-L4 



21 



present atago of development of the science, c«n Le measured 
in no other way* He is using an agents, creature ’hose per- 
foraance is urir liable end whoae purpose t in retire often 
differ. i»nd finally, he is measuring against differing 

standards. 
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Chapter 2 

PE VIC L: AMD PRGCi/ Jki T III 
SERVICE RATING 

In the quest Tor u solution to the difficult racK.vnro- 
nont problem diaouaeod in tho pi*ececling chapter, nany differ- 
ent rating forms end procedures have boon tried out. However, 
they ftro all similar in that each is essentially a means of 
obtaining e written description of the re tee in tanas of 
traits or behaviors presumed to be indicative of tne prea- 
onco of those traits. 



GRAPHIC HATING r.CALH 

The nost wi lely used re tin;: for ia the graphic rat- 
ing acole, In its simplest for*' «e shown in appendix A, It 
consists of a list of tri its with short linos or graduated 
scales opposite each trait. One end of each trait acele rep- 
resents possession of that trait to a decree whllo 

the opposite eni corresponds to a -inixur. cegroo of possession 
Tho fora is used In rating by "checking”, or otherwise narking 
a point eomowhore along each trait scale which is jud -ed to 
indicate the degree to which the rate© possesses the corre- 
sponding trait. Thia bull Is up e description of the re tee 
in terras of the traits narked. 

As stated in the foregoing, tho ends of the trait 
scales reprenenfc s.kx1ssum and air.iwuvi possession. respectively 
of the Indicated trait. . But most graphic rating forraa go 
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go further than this* It lc comr.on practice to provide 
guidance for tho rater In nia choice of the spot to b© 
chocked on each trait scale . Varying degrees of possession 
of the traits are Indicated distributing laools along 
the trait scales* The ausiher of labels la usually throe or 
five but it raay bo more or less than this. 

Fynonds?^, writing in 1324, reported that t.io more ma- 
ture anl interested judges, when the trait w»a a veil de- 
fined one such as "neatness", could profitably use n scale 
of seven class intervals, whereas, when the tro.lt wn« a 
vogue one ouch as "tact", or when the judge® vore i* * j;tur© 
or lacked interest, only five or four class intervals could 
be clearly distinguished, fyiaonls approached tho question 
fro a tho standpoint of employing the nuaber of class inter- 
vals uhleh wo-ld provi 3o mxir.ur. reliability roe son of 

full use of the judge’s po*ors of discrimination ithout re- 
fining tho scale beyond the point where those po- era would 
cease to bo effective. Ho accepted tie permissible a loa; of 
reliability of l.ODOfj due to ocaraeneao of the scale . From 
calculrtions based on this, he concluded that "In construct- 
ing scales for rating traits of personality the optimum nun- 
bo r of class intervals is 7." 2 Guilford 5 declared that the 
optimum number of oc»lo divisions ia five, while a .oro recent 
discussion by Ghiselli and Iirown offered the cotvaent, "The 
beat th. t can done la to discover empirically fc »e opt lml 
number of stops for each scale . M< * 



Tho space on the trait seal©*: between labels taay b© 



graduated to permit finer ilotlrictions ootweon rate©*. flow- 
over, th; value of there swaller aublivlfsi one of the scales 
is Jeprocctci by »eny for tho ««sk* reasons givan s^ove for 
not using too -any class intervals* 

Tho labels used '-.ny be merely evaluative; terns euch 
as ” excellent”, "good", and ’’fair 1 ’, but tun preferred prac- 
tice is to eni loy descriptive phrase** which define whnt is ex- 
cellent, and what is , ooi, end what 13 only fair, "his con- 
forms with the f indin s of aKperlawnvterb, to be liscu* aed 
icore fully later, thft otter result.- »>re obtained on rating 
scries in gene ml which m»k© mo of ;o criptiv* rather than 
evaluative to mo. 

'‘coring the Graphic "calo 

''coring of the marking* on tho grodiic s»c' , i« is usual- 
ly tho responsibility of tho control personnel agency. It 
jaay bo accomplished in any of several wa a, t oat coasawr. 
of which ill be referred to as, toe profile r...etho-3, the di- 
rect calculation netho-i, the grephie-cosput# ti .n r-etnoJ, f-rid 
the mchine method. 

5 

The profile ethod. w In this plan the mark in, t arc con- 
verted into e profile b„ si-cply connecting oy • trei ht lines 
tho point* checked on each trait scale or by conetructin » 
eisiler figure on e specially prep red profile sheet. uch 
graphic presentation cf the iniiviiual .cores of ell t’ic ra- 
te©* Key be compared with standard profile., en the Individ- 



uols ms; be ranked In accor-sinc ulth t.,,o ^cgxcc » it« which 
their profile.* approach the standard. 

Profile* ore useful in determining t ’no suitability of 
an individual for a position for which t,_c nest a» fcisfactory 
profile has been date; mined. However, their use not bo 

practicable when comparing the retinae of large number* of 
individuals, or w:e.. any cf a number of profiles ■would sat- 
isfactory for t::e job, a~ wo-l. t probably oe the situation in 
the rating of Naval officer*. The writer kno s of only one 
attempt to determine the uo.t satisfactory profile or profiles 
for Naval officers. It is u«in 0 ce fried on in connection vith 
the l-aisra-ip studios ocin, conduct d by Vue Ohio * tf<to Uui- 
veraity under contract witn the j.cper t; out o* t..e sevy. Thuao 
studies will be discussed in ti.eir bos ring on " criteria 11 in 
the next chapter. 

Thu direct calculi tlon method . etin,; systems using 
tuis ftuO.’, provide t~e scale values, scoring ul ut. , t ml 
spree for computation sn . t« mint ion irectly on the rating 
blcnk. It is a little uaeu plan, i.o»«v*r, because moat rat- 
in 0 procedure:- involve scoring in o central office '-here the 
cfcl- .slues cn . scoring keys con e conveniently furnished 
eeper»tcly, thus simplifying iu;d reducing the co» t of the 
rt tin,,, blon-.s. i.n additions 1 conol le ret ion ia the desirabil- 
ity of cxaittin„, fro. the rating blanks any in_iic&tlun& of tho 
rt-iGv-.c value# of t..c indlvi duel trait* to avul the po«*.I- 
uillt v of tj.oir influencing tnc re ter. 
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The fire;. hlc-cc.xr.uts tlun ncthc.i « In 1. 1 * 1 « y mai Jam 
the xa.-ka on t.-.o Indivl *ucl traits ere transfer «d Into nu- 
merical values by tenuring olon u the scales i,» illlluetera 
or othar suitable units. The a© individual trait acotos ere 
concilia 4 , in accordance with tn© aeorir - «»e>, into an over- 
all score. Isurtt^ described thia Method and a refinement of 
it lr* which stencils «id in picking off the scale values. 

' hen acorln., ratings ir» lar^e numbers, enual rou- 
tines tiBCo^a tino and energy consurslng to a * excessive de- 
gree. This detract.: sarioualy fro... their usefulness* to the 
Sfavy. 

The achl ;Q dot hod . -her* lor .,0 nixabor* of ratings are 

pi'octtssed, scoring by the Interna tional business ..aeninoa 
Corporet ion* s scorin ' zaechir,© is not only «juick ent accurate, 
but also economical. In order that this . t.c s used, 

tho or/.s nuct „© pieced on special sc&i in. < beets, in the 
snail spaces provided, ualn. cp« c ial "electro ra hie" p nclls. 
/ s the sheets zaove through tu» »schSno at ti* r ta of about 
500 per h or, electric brushes pas a over the* cn-' r+i Inter 
an electrical ispulse ©etft ti»« they tench the ^raphite of 
the pencil tar*. 8. These isepulsoo actuate tne scorln; and 
tabulating uechanicns of the ..achiue which produce the sought 
after scores. The special scoring sheet j*y oe aeparat* frore 
the rating blank or, os in tit* case of the ne rating, 

stioan ia Appendix h, tne fccu nsj oe printed on has sane piece 

ry 

of paper. 
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The overall raw scores obtained by mi y of the fore- 
going uotuo.ts can bo present#'.! In any of several fo“*as. they 
stay sisaply be recorded as numerical raw scores or they ir„ey 
be tronal* ted Into lettar scores such os A, V, C, T>, or L, 
etc. Other possibilities or© percentile scores, otnnierl or 
s scores or * lately re order positions. 

The nuzterlcal score f ora is not * ,t r :hly re > nivjed end 
result. Authorities feenerolly feel that t precision pres- 
ently attainable in refciwt, is not sufficient to .ive tasening; 
to * iff* reaces in nunerleal scores unless those tiff# ranee a 
arc relatively lar^e* Tiffin® asms a^oinct recording total 
ratia*,# act*- rieelly in values ceverinj a vide ran e and adds 
that it Is bett r to ueo ratios of A,B,C,P, end i then to 
try to explain why one nan is r tod SMD an! another 240 on 
e acsle covering a raa^e of 2EG. 

Jteakiru; Is • *1 iplo procedure end is anally understood 
by everyone, but it suffers free one Important shorteasi£h£» 
Burtt calls attention to tula weekaaso wit 1 * the words, H The re 
I& nothij^.' to Indies to whether t».« ato - between successive 
pairs of reiih* arc ecjaal or otherwise, 

The percent lie score an. t 4* » seoi* iitu. *uc to re- 
cent end t.*«£5* The ft»eww.r la re* l >i*r;eretsN#J tm4, in « 
•ease, an,? two percentile sc w ro . 5 are ; «.>lc . ;t>re/er, 

one «u t re-a«stbir tU* t a differ* nee of f i ~o percentile unite 
near t^.o »i !dlc of the -.ita tribution of sc oree -©fleets leas 






difference In rati ngn than t sa or* ,o iff o renew la percentile 
units *t either oud of t.*e <iit fcr tout ion. Th© x, h loss easily 
understood by the person who la not ft. illar -»Itn t.i© acicnco 
of statistics, a scores are free fro t .1* difference In val- 
ue between the « iddle of the distribution cn l t.*«* eti *a. fur- 
ther, oil z ocoros ore fully comparable Ith each oth* r and 
they Lav© added utility in that they can be averaged. 

Weighting of Trait* 

It i* obvious that soua q\iolities are :or« iasportont 
to success in arty particular jou than »r« otr.ara. ..eotiuse 
of tula it is usually desirable to a .opt a ay-tte- of ^coriau; 
in which the <rrka on t o oro ix f .ort»ni trait are .Ju.a to 
"count ore" In t s .o overall tea • then tne»» on t le s ii - 
portent 1 t«„ea • This »ei.'..tin 4v , ia »cco listed b; r.ultlplj lac 
tne -ark* on select© i traits by number* ( «i. .ta) before con- 
putin t , tUe overall ecoro. Usually the wei hta or I:.te rr 
creator than unity. 

The foa^nituuaa of t .*&e ■.ultipli*n arc usterrinei by 
expert judgement. Persona experienced in the requirements of 
the job for which e retire eytle.- ia b«I.i„ <1e alined, are re- 
quoatod separately to f «ni. 4 a what the; consider to b* the 
proper weights within a prescribed ran of values. The :se- 
diar.s of such ju getitmta, norwetlly "rounded off" to the tveer- 
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eat integral value, teeosw t .• official scoring -.oi ,hts. 
srule described the u*.e of t iic procedure In cn actual de- 
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sign sltuetien,^ Another convenient a*etho l involve* having 
the expert? list the job’ » princi, si trait* in t. .« or.i« r of 
their important*. Fro* theue nominations weight • .ey bo de- 
rived, bssed cn In* frequency ith which tiach trait Is men- 
tioned. A t.ilrd wuetkod vo u-ed by l.neuft^ vhoao t .ruup of 
experts used t.*e "hquel Ajrpesriti, Intervale" tec tquo of 
>. t. Ttmrsietie in choosing thelx* weights. It is readily 
apparent that in each of the three fore c oi , yroeeduree, «b- 
sigrtn^nt of weights is baaed ud U.e ”f *■ ca valilitf" of the 
trait'. «ei considered. 

I urtt^ offered » fourth of tlst» r scoring 

w ijhfcs based on the relifcbility with which the trcita secy 

1 9f 

ho tiwt ia $ th* *Aient of concurrence botfoen two 

judges in eg tin? tin., the se a* trait o. th© .© 4 r«e of agree- 
ment oe tween successive estimate* of t*.e s«j*e trsit by tlw» 
*»-.# judge. He argued tuct s r ichly reliable t~> it alf be 
Ivon fi neevy wei ht on the assumption ttjxfc, since it is 
difficult to dot* mine veil it;,-, it ia better to deal with 
the wore reliable tr»it«. *.©r*t>v©x , if t • can » r»e 

ior* closely asiong tne s*lv»e on »o o trait then on others, 
the fona-r should be ivan no.® weight not .<«c«age bi j re- 
late mo>-c closely to proficiency on the Job^ t»ut because 
the ret in, s th* ueelve. c. •■-,.« nearer to m in., » true r* tin^ of 
the -.o*« reliftule traits, 

Th* writer q unctions t,*« lesirsuillt • oi eaui, rung 
wei /its on this b**i*. Unisuhiedlf it *111 t* vd to 1 :prove 
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the reliability of tfee rotln^, device, but, although yalillty 
is dependent upon reliability, heavily weighting an uniapor- 
tnnt tr*~it Geena likely to underline r:-t'.i©r than bolster the 
total validity of the ratii\.. Consider « hypothetical ex- 
trosio situation In which n trait wnich can be «®tl *«ted vith 
great reliability (for instance, with a coefficient of reli- 
ability of +.95) but which ha. absolute!, no relation to pro- 
ficiency on t**e job. Vies boon included on the rating fun*. 

Bhat possible value h' s it, no anttor what weight Is assigned? 

Heed for Control of el.hting 

Unless special precautions are token, the different 
traits may become tel -hted in a manner not intended. M If 
you ere not considering the varia ility of toe ratings on 
each trait,” wrote Tiffin and ftusser, ” the tr#lt of leout 
important actually nay be receivin 0 the heaviest wel ht... 
....hen combining scores— regardless of the nature of t ^ea— 
they weight themaolves automatically in proportion to tneir 
respective variabilities-- stanierJ deviations. ”13 Tiffin”* - '-* 
subsequently discussed tr-is , honor.© non more fully and g$ve 
oxa pics showing how the standard deviation affects tho 
weight In*., o’.on to the extent that n complete!; inaccunte 
overall rating may result. 

The authors^ j-oeortnend control of weighting b; trans- 
forming trait raw scores into % acorea (sta.idar. acor c) which, 
as they explain, mpy be multiplied b„ t..e weights ■ itheut fear 
'■t inaccuracy resultin . These *©i ; ,hte » scores t-oy then b© 
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totaled for each individual to obtain his overall standard 
score , 

A simpler device for correcting scoren an 5 thereby 

1G 

controlling weighting vac suggested by Guilford in the fora 
of a scoring stencil with divisions spaced unevenly* The spac- 
ing would be besed on the difference between a normal distri- 
bution anl the aver a re of the actual distributions of the scores. 

Advantage &. of Graphic fcule 

The chief advantages of the graphic rating scale may bo 
briefly stated ns follows. First, it lists all of the traits 
which nr© important to the job end thereby Insures considera- 
tion of each, Second, it is easily unde retood by raters and 
rntees alike. Third, If it is not too lengthy. It may b« fill- 
ed out enl used without an excessive expenditure of tlrae and 
energy, Fourth, it is relatively easy to score by hand end ia 
easily adaptable to machine scoring. And fifth, it provides 
a specific picture of the ratee^ strong and weak points which 
is useful to the re tee and to management, as has already been 
discussed under "ODJI CTXVLf 0? fWTIKG" on p*; es 2 and 3. 

Disadvantages of Graphic ^cnlo 

The graphic scale, though extensively used becauoo of 
its important advantages listed above, ia subject to nearly 
all the errors of e $ „ ychological origin that arc likely to 
occur. 

Failure to obtain j'pren J of sco re a . The moat rcsO'lily 
obaerved shortcoming ia the failure of the raters to produce 
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& spread of rating scores. That is to ; a , tuey foil to ob- 
tain anything approximatin' a nomrl distribution of scores, 
Thorndike wrote, "...the variations in any single trait ore 

usually continuous. ...the variations usually clu. ter a- 

17 

round ono an 1 only one typo." Ho was referring to, (1) the 
fact that .oat people .ill show $ trait or a quality to en 
average degree or very nearly ao, while a f**r other people 
will jo above or below average, end only a very foe will to 
Croatiy above or bolo- avoin,,e and, (2) there nr® no stops 
or olaa.o but rathsr, a continuum in tue 'istributi^a. The 
jaatheusticnl expression of this distribution la the daussltm 
"bell shaped'* curve. / through treatment of the chcrooter- 
iatics of this curve n ay be found in Adkins*** 8 or any standard 
statistical text. Psychological literature ia replete with 
further discussion eni accounts of experimental demonstrations 
in support of the normal distribution theory. S'iall^rly, 
most discourse,* on service rating devices end procedures ad- 
vance tho view that properly aside service ratin^ scores vill 
miner closely approx loir to a normal distribution. 

An into renting, exception to the unani .ity de.criuwd 
above may be found in the discussion of *>«reie re tin*;. • by 
Kosher and Kingsley.’** Thebe writer- feel th**t fciv so cell- 
ed "J curve" tyvo of distribution is to be expected for merit 
r* ting scores sad, moreover, is quite proper. Their *nguuient® 
are based on claims that the behaviors recorded ore in titu- 
tional behavior* end the population dealt with is a rclectcd 



S3 



one . 

In saying that there is c feilu o to produce a spread 
of scores, reference is nsde to the tendency of rater, to 
nark all r fcoea high. This tendency results In a skewed dis- 
tribution which, if «o follow tho consensus of psychological 
opinion, disagrees with reality and rtakea necessary apcciol 
procedures to provent uncontrolled weighting, as «rs aention- 
ed oarlier. 

Tho problem of reliability . The very forn of tho gx v a- 
phio rating blank tend*, to increaee tho reliability of the 
rating. By requiring tho separate consideration of each trait, 
the tendency to rate on the basis of a recent event, an atti- 
tude, s preconceived notion, or halo, is mini .ixed to o..e 
extent. It Is generally sgrood thet tho resin tonce of tho 
graphic forj to halo effect naoy e© increased by nrrnn ,in 0 tho 
individual trait scales so that the favorabl labels alter- 
nate irregularly fren the ri ,ht to tue left ends of t;u scale*. 
Juelua^® recoemended also elimination of all graduations from 
the trait scales (leaving only the labels) and Bracing those 
lobela unevenly. These measures will force tk< rater to rood 

tho label* on each indivl Jual trait scale and, it la reasoned, 

21 

consider each trait noi'© carefully before r.a riling. 5urfct** 
end Quilf ord*'** suggested that th* blank bo de.-lgned to cause 
tho rating of ell rstee on one trait before the next trait 
is conoldored. for any eonalderabl* numoer of ifttee D this 
would require « separate sheet for each rate© for eac.. trait. 
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The obvious objection to such a plan la Its cuaberao sncaa* 

Another practice rule-. »»ill brin^ the rt t»r to .ore 
thoughtful consideration of the rati * ia to raqui: that 

each trnit usrV be substantia ted by t» brief account of the 
ratfie*« • ehawior on which t'.i« rh la baaed* S variation of 
this plan use! by mo e, provide* far c notation • to whether 
the individual t * a 1 1 n»rk wo:- bsaod or* nctuel te.jvjior or on 
subjective Ju J^enrnt, 

The rating e/» to used In the u« c . Air ’ore for of- 
ficers (and described tsoro fully in a auccee ti . 4 cnnptor) 
strives for accuracy by uain; a *timnnrd booklet for each 
retee in which my uy vy observation of significant be- 
haviors ‘-re recorded by check-parkin* in appropriate spaces* 
At the end of the perioi when the fai're 1 r*.tiu la to oo ...ade, 
t s > consensu- of the run. « In*. record i. transferred to o gra- 
phic acalo klwet w'ulok becone-' the official ^etiu*,* 

Irror.* caused by failure of r a w u r to ti* v . b oSii’l 

the . vet*niu.; of the trait na. .<r- Lt> reduce d by t uhatituting 

for tho'i phrases descriptiv of fch* beh^vlo - ^ *hiek will indi- 
cate tna preeance of tho* * trait.* Tula will also tend to 
reduce the Jifflculty duo to lech of hno' le by the rater 
a to w)iat overt ohavior he utay tike «a art In lie tioa of a 
particular trait* Tho superiority of fteecrlptlve phrase* 
over trait nan*»« vy& d«no»#tx*ftte I by ffOtkford and r *lB8oll 
experimentally, /- clue es to tlv reason for this uporiority 
a»r be found in the writ in a of Herbie"^ who concluded that. 



"T«hlle it nay tj# and frequently in a rcetter of considerable 
dobcte whether an employe* is * resourceful* or nut. it aay 
be relatival’ **ore eiaaple to agree on whether or not the 
ouployee onja^ee in certain oboorv&ole activities -ic.» a.c 
by n^roc/icnf. o ecstpeftont part of resource* ulna a. . 

no proulw .. of veil if ty , Validity le -on ,Ut by, (1) 
ueiit. trelte union r«lets clo ely to the jc~ tun v* „ieh arts 
important to auccees in It end, (2) by -.ukin£ the rating de~ 
vlco and procedure as reliable as possible. Criteria aguinet 
which to check validity «ra sally Inadequate in no.it cocas, 
a* v ill be discussed in the next chapter. Consequently psy- 
chologist* e.o denied the luxury of eclectic ito^a empiric- 
ally and *uet rely on the ju-l^aite.it of expert for tui# func- 
tion. Their hypetbeei* la that if ita-s *v»icn arv juJ 0 ©d to 
be valid (arid wnleh therefore must appear to relate closely 
end importantly to the job) can w« reliably re toJ, over- 

all ratio; will be valid. Cron^ac.;’: declaration that, *'wb- 
aorvationo by impartial observe.® &;*> euei-aily accepted as 
valid if tney can .j* r.a le r liable,”*^ Illustrates vies* 

A rsere precise statement oi* th» .elation between rellJoility 
enu valijity, and one w,.ith f urt.v . cu.-haaieed the 1— ^ortence 
of tno fonscr to the Icfctei, woe given by Adkins ho wrote, 
’’Thus it ie clear that, except for chance factor®, the valid- 
ity coefficient of a teat cannot exceed tua square root of 
it* relit. oil it;< coeffi 1 nt." 26 
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F<nc* n •'vt-iipw?: »h 'A?imo 

Attempts to secure nn approximation of th* non rl ’la- 
t flout loti have lod to t.v use of the K Fo -cod 1 trl atlon" In 
connection with the graphic *«&!*• •. t ahoT.n In Ap n ? ix /, Tor 
t il# technique a nuao • r of fr ba«t to poor at la 

• ala *liih»d and In* pvrc*at« 0 » of rrtieo * :to *•.*«' he l»ce- In 
tny cat«t,*ry I* proecri~td. ho a rating o&ch rate® Is con- 
sidered In tarsia. of 0 ain, lo trnit and It*,; placed in the 
cr.te .or; f pro. er. .hen all hov bean rate rt r»vJ ente- 

borisod In or.® trfcit, the process la repeated for the re 1 in- 
in*; trait* ii* turn. An overall ..core way U cjn/utei frou 
tho ratin > thus, perforated* Tiffin a u w pasted • he follow ia^ 

rvrf 

diatrioution for a rating of thia ty. os 

Category Percent- ,e of r teas 
in tho category 

Highest lo 

Eext high* at 20 

Middle *10 

IToxt low® t 20 

Lo> ©&t 10 

Total lOO 

Aa shown in Figure 1, papa 37, thin distribution approximates 

the bell shaped curv of tno nojr*«l distribution. 

If conscientiously executed, the forced liutrluutlon 

ayatta will tend to gi\e a ore valid epreo of scores , pro- 

% 

vlded a largo nuaoer of r< tecs are rated by Lh» ss 1 * r- ter, 
l'o evar, wher* tve r. J&tr is not larva, it is p ro.>abl th t 
the «riw of the •• mployea* un lar any one *up«rvisor 'ill not 
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Categories of Prescribed distribution 
Figure 1 

A DIAGRAM JHOfING K0.» PRSoCnIBnD ^IoTxtl&uTION 
/iFFROAIkA IFs KOxuJiL ~ I ol AIBUTI GI\ 

cover tne entire range froi beat to poorest »hen censored r/ith 
th© **erit of all the other onployeea. Ix' sue.; • ore tne ca *»e , 
a skewed distribution for the ratings of one or oro of the 
eupervinore would bo proper end any pier; to force norrual dis- 
tributions would work an injustice* 

Tho naalgnnent of Keval persortnol la not entirely a 
randomized operation, perticulory when detailing officers, and 
it i« probable, therefore, that thor© will be diff erencon in 
norit of the officers in one coraraaad froa those in another. 
Partner, th© program of rotation of duty frequently c using o & 
the •.lossberahip of groups of officer®. ecauao of this, any 
plan of forced distribution is unsuitable for a Wavy rat- 
ing ayateca. 
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the usual graphic scale. This proce iur* of rt r AI.; a 1 b u.o ? 
«» e f o~nsl rating ^rocc lure in sen.u oosea and li icaoen 
the n :\aS< Order Kethod". 



Aankin;; uay be concerned only 1th a singl* overall 
quality such as "job performance" or "preraotaollity * , or it 
r.oy be performed on -*ch of «ov^ral trait la suoceaalon. It 
la not affile tod with the error of tho showed distribution 
since It presents the r; toor. onl^ 1 a th* order of their ex- 
cellence relative to enc;i otho; ‘Ithouc re. urd to a or «eny 
are actually "excellent", r ove or "peor M . 

Tais ay He- suffers frw» the sa-*c dlos .‘v* atw c • end 
moult Honors for Kavy :.©• Hocuses- for thv / urcod lotribu- 
tion yatoa. In oJJitloa, like til sy.to: b of ranking, tala 
plan 1$ booed on ths erroneous «-*su *.tlon that tm difference 
between any adjacent pair of ranks Ij -qut 1, or ;■• i Ie treated 
aa equal, to tho difference oet'-een rny oth-r adjacent pair 
( too paaa© /v quoted f rot Surkt on >a © 27). 

pa i*i.. c pa w>:r 

It is relatively eaa; to choose wuic.t of aevt-rcl ucn 
I the uest end which 1« th? .>oere-t bit, a." ozv approaches 
the -Qtin of the distribution, liscrittlnetl on oecon . Koro dif- 
ficult. An ei i In this aituetlcn is tue sotho 1 of "Paired 
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Comparison” In which each individual la coMfMsred In turn 
with ever), other, in the group being retail, and e jadganent 
is s»do at each oo^pa risen as to which la the better. From 
these jud^osjenta a rellaole rank order can u»s constructed. 

As in the hanl: Order Method, ronkin.,9 may bo obtained ors a 
sin lo overall quality or on a series of specific traits. An 
application of this method to an actual rating situation was 
described by Lewshe, Kephart, and KcComiet:.^ listing were 
obtained with a reported avers « reliability coefficient of 
.03. 

The method of Paired Comparisons has on additional ad- 
vantago in that It offers a r.eana of d te raining the relative 
values of the difference* between adjacent poira of ranks. 
Thurstono* 2 ^ and l»tsr Guilford*^ described in detail tuo pro- 
cess Involved. It ia n workable #ni satisfactory procedure 
for acalin^ l i ana for iue on «n attitude aoal* but is likoly 
to require too much tiue for practical use In scoring ratings. 
Furthermore, the product of this <otho l of rot in. ia an order 
of rank#, which, as we have discussed, aharao with the forced 
.llatribution, a real risk of injustice to cartels rnteee. 

There is a serious disadvantage attach.® I to the Paired 

<BT_ 

Comparison Method. Guilford commented that it tsk«s too 
ouch tine and Is " wearying** to the Judges, and reported that 
a Oeman Investigator, L. itaor, in 1 So 4 criticized the 
method, after trial, also on the grounda ttoet ”It took too 
.uch time”. A subsequent group of investigators have axpresa- 
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so 

od the contrary opinion, however* 

Mathematicians hove shown that hen any certain nun- 
bar of objects are to to paired each "itr* o vt ■ ; other in tha 
&roup, tha number of separate pairin ;s Is ,lven uy the forms- 

las 33 

n(n - 1) 

4m 

where u la tha total nunot-r of objects to be compared, Thus 
if only 10 ratoa* are to be rated by tula method, fch® number 
of separate comparisons will to: 

logo - IX. ; 45 

4J 

If comparisons or© to be a* da on more titan one quality, tha 
total number of cosporloons will be incrcaacd accordingly. 
Despite the technical excellence of the Faired Com- 
parison I ethod, it- eumuor a oneness prevent* wide use of it 
and, couple! with its inherent risk of injustice to certain 
ratoac, renders it unsuitable for Navy use, 

MAH TO -ivK r. CALK 34 

The Man to SEnn Heal- was developed by the Bureau of 
35 

f, 8ie»nonahip * ©search end put to extensive us® by the V • , 

Amy in 1917, It was discorded in 1920 for the .raphlc scale 
end is mentioned hero only because it served eo the px’oto- 
typo from which the graphic scale was developed. 

The Man to Man device required that for each trait or 
quality, the rater set up a master scale listing the nci.es 
of actual persons known to bin arranged in the o^der* of fchoir 
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excellence in the trait. Katin;, eonaieted of comparing the 
retoo with these master scales and assigning hl-m rank a or 
acoro equivalent to thorn of the persona on the several rasns- 
ter scales whom ho resemble \ the no at closely la traits. 

The tr>«„ of t onetr acting these neater scales proved 
too laborious end thin lod to the adoption of the gre hio 
scale which substitutes for the comparison of the rote® with 
n riaater scale of actual people, o comparison with o scale 
of standardised traits or descriptions. This difficulty duo 
to the J3«ater scales is a real dlaadvantcge In tho practical 
situation. because of this and because there are better ways 
of rating one* a subordinates, the Men to Men Method in not 
auitoblf for llevy use. 



C1B.CR LIST 

7 ./* 

In 1&27 Probat began research to develop a new type 
of rating. Title result hen teen described eo © "check lint*' 
because of Ita fora. Aa shown in • pea iix A, it present a c 
serioe of descriptive statements wit . provision for the rater 
to check-zurk those which ere applicable to the rates, hear- 
in woi *hte have been determined by experiment for each iten 
and the aura of the weights of the items checked, when placed 
in the) scoring formula (also developed by "trial and error") 0 ' 
yield • numerical score which is converted by use of ts teole 
into one of ten lottcr grades. 

A number of trials of the device usin%* populations 
ranjing from X s 20 up to JJ ■ 5030 show © consistent ability 
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to pro-race dietributions which eppruxlncfc# no ran 1 distrltm- 

tiena rfctlmr well.**® Pellabilit. coefficients of + .7& when 

S ese 475 and +.010 for c a nllrr group * ore re orted**® 

while vail lit. coofficl- i4i&, with supervisor Judre.c nt» ua 

40 

criteria, w- ( a froa +.30 to ■*■•’11 for 1 ;.»or«r8 and fr«w 
+ .43 to +.70 for eevanty-eight public health nurses. An 
extraordinarily high velldlty coefficient of +-.52C was re- 
ported for thirty municipal probation officer with con- 
ference rating* ee tur criterion. 4 ^ 

A report of « »©re recont use of the Pretest type of 
scale ho s bear, eade by Enauft. He construct* * two si* liar 
furasa end obtained tt reliability of +.07 for one of tk«a 4 ® 
and a validity, with ouperviaors' Jud *e ;ent as a criterion, 
of +.59 for the other. 44 

In diacuasing the Probat scale, hits wrote, "The 

evidence indicate* th» t satisfactory results can ba secured 

wit It." 4S tasker end ! in^cley also re ard Vv> eye ten 

favorably though they warned of "serloua technical weakr e«s- 

4f> 

«s 1:, It and liaeuaaed t vc* at aw.*o length. w They criti- 
cized particularly tfte athol of choice of auorin; wei hta, 
the values of acorin^ weight* seal mad, on tn* frank (and 
apparently sueeeaaf ul ) attempt of Protest to de 'if’n a device 
wi ich » ill ive a noerly norsaal liutribut icn of score*. 

Kacently, Pretest has #x,*I&Inev3 >.U cholea of scoring 
weight® end e«t,.c * siora cocplwtely ani ba» reiterated that 
he <J1 l not set out to force .is device to render a ncraal 
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distribution. Instead he* reported, ’’The sole aim vas to e- 
volve a ocheEie that would place an employee in tne service 
Croup that would bo generally recognised as correct for hla« M 47 

COMDIIATIOII^ 

The never ending scorch for improvements in rating 
device' lias led to combinations in tho one form of two or 
.ore methods of ratin 0 in the ‘nope that c summation of advan- 
tages would result. The addition of tho forced distribution 
provision to tne graphic scale boa been dlscussod already. 

It la usually achicjvod by dividing tho scale into vertical 
columns eaca headed by the proper categorical designation aa 
shown i ri Appendix A. The instructions for the rotors using 
such a form nav make It .rniatory that the distribution be 
followed or they may only urge it. 

A non to mar. rating lay be included on the combined 
form. If such is the case, tho rater will find instructions 
to compare the ratee to ft list of o prescribe i number of in- 
divi Juals known to the re ter, »ni whom ho must rank in order 
from beat to poorest. As a result of this coaporison, the 
reteo la to be assigned a rank equol to that of t :e indivi- 
dual on the Hat whom ho rno^st closely referable a in traits. 

Further attempts to obtain validity include requiring 
the rotor to indicate whether, under some specified difficult 
situation, nc would prefer to have tho rete» witu .* n, bo 
.eroly satisfied to have hi.*, or actually prefer - not to hovo 
him. The subject is also approached from ti.n direction of 
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requiring the rotor to express his feelings recording pro- 
motion for the ratee under each of several hypothetical con- 
ditions such ns, (1) a lcrge percentage of his peers arc to 
be promoted, (2) c noderate percentage ore to be promoted, 
and (3) only a snail percentage are to bo so rewarded. 

Lastly, a brief eaaay or overall ovaluotional state- 
ment may be required or invited. In this the rater has con- 
oiderable freedom to set down anything of importance which 
nay bo relevant and which haa not been covered sufficiently 
in the other portions of the rating. This is the most sub- 
jective portion of on already too subjective measurement but 
raont authorities feel that it should not be omitted. In addi- 
tion to eliciting information which might otherwise not be 
brought out, it hat? the beneficial effect of givln^ the rater 
the feeling thot he hea not been regimented excessively and 
has been allowed to express his own opinion in his own wav, 
This is likely to be n more important consideration ae rating 
techniques of s more truly objective character ere devised* 

POOLING ALT) RhVIL’, OP KATIHX 

Plural rat Inga » The well known principle that the re- 
sultant of assessments by several judges can store accurate 
than an appraisal by a single juige is used in »uony rating 
programs, "The reliability and validity of retinas," wrote 
Guilford, "increase with the nuaoer of judg.ee, An example 

of the effect of increasing the number of judges reported 

49 

by Bradshaw os follows; 
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fuch plural judgements may - o «e4e and combined In conference 
into n alngi© appraisal or they siay be <»i*de separately, with- 
out consultation, end then averaged. Proponent* for either 
procedure can be found arsons the authorities irt the field of 
re ting. 

Favoring the conference plan ere both KacCullou ,h^ 
and Todar.*^ The latter exhibited the extent of his enthu- 
siasm by urging rating by ceee&ittee oven if necosaary, be- 
cause of lack of additional anpervl sera with the revui ite 
knowledge, to include as teachers ox' the rat. in cot- .it too 
felloe G»:loyeoa of the re tee a* 

On the other hand* both Tiff iu^ en4 i urtt prefer to 
aecuro the advent*. ,e of pooled ratings by ave re ir. }> ratings 

f* "f 

mad© individually ( cod without discussion. ' urtt wrote s*'*' 

It ha a been shown in various connections 
that greeter validity is obtained by av- 
eraging independent estlmrta; than by 
having juc! as sit to.,«th*r ©» a ca%-iittee 
and moke a joint estimate. 

r a 

hla©wher# w * Burfct reported that in o study of pooled jud. ©- 
merits, wi.en t.»« judgements of twelve Ju ©• '-ere each corre- 
lated with tne criterion the average of the twelve correla- 
tions was +.37. iieaever, when tuo aeme t elve jud ..events 



4G 



wero combined into n single figure, this coca o*ita Ju \ enent 
correlated 1* .40 with the criterion. 

Probst’a scale and accompanying instruction* iniioote 
that their da signer agrees with Tiffin and Burtt. fpaces are 
provided opposite eacn iteta on the scnlo, for c he ok -irking 
by three rater*. The directions promise thnt bettor results 
will be achieved if the second end thirl rater* will cover 
the column* containing the chsok-siorka of preceding ratera 
and perfora their own ratin’* uninfluenced by those usrk*. 

Kc view of re tin « . hoview nt higher echelons of rat- 
in;* r^ade at lover level* la another possibility for improving 
judgenenta. As mentioned above, the Probst seal* provides for 
rating by three persons, with thu instructions re cow ending 
that the rotor* t&eke their judgements in inverse order of their 
seniority. Although, a» explained above, it is intended that 
each perform his task innocent of any knot led. ,e of what hi* 
predecessors have done, obviously the knowledge thrt the rat- 
ings performed by Juniors will be compared with ratings 
made by their superior* will have the effect of "review at 
higher echelons" • 

The U. G, Amy, the U. f. Air Korea, and the U. G. Civ?.l 
fsrvice ofich follow t, , notice of review nt ni.»her level*. 
Gpftcan are provided on their respective rating form* for the 
notion and aiguature of the reviewing official. The Civil 
Service in addition require* that ratings bo reviewed and ap- 
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56 

V'hen preparing to ir&plesmnt a new rating device, 

Arny investigators conducted experiments to determine the 
v- lue, if any, of rev lav of rating#. They found that tho 
validity was improved a statistically algnif leant amount 
and t’nercfore Included tho review procedure in tho is* now 
program* 

Tho practice of requiring substantiating at a tenants, 
(aeo peg® 34) though its primary purpose is to cause careful 
thought by the rater, nay alee be considered n measure to 
facilltst- review. This is true even In « aystasa in which 
ratings aro accepted and filed aa made. Tho substantiating 
statement a will ail the central personnel agency In evaluat- 
ing tho ratings, attaching aignif loanee to those on which 
the aubataatiatin statements indicate accu: ate ratings and 
giviii^ loaa consideration to those on which the at a tenant a 
foil to support the marks given. 

n:rr ArPHOAcn 

Tne product of e relatively now approach to the prob- 
lem of rat in..* wee placed in regular use by ta* Amy in 1847. 
It employs tho forced a holes technique principally and, con- 
sequently, has cone to bo known r.a the Artsy* a Kew Forced 
Ciolce rating. It is the out cone of nearly two years work 
by n gro-p of psychologists in tue A ray, .uring which they 
had tho advantage of carefully controlled tests of tho device 
in rating almost C0,000 officer®. The results wore reported 
to be quite good arm the device was declared, "definitely 
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superior to any other yet dev feed tmd tested in fulfilling 
t**o requirements of an adequate rating system for Army pur- 
poses—...^ 7 

The forced choice technique had been uae i with uono 
succesa In personality measurement, The JurgcUBan Classifi- 
cation Inventory and the Shipley Personal Inventory bain^ no- 
table eximpl.es. Their purpose, which they ecnievcd to an ac- 
ceptable de^reo, «s< to secure it true Erasure of ftn individual** 
personality despite the tenienoy of moat people to conceal what 
they consider aro undesirable or socially unaccep table aspects 
of their personalities. This toc-nique for forcing tho re- 
spondent to reveal his personality was Fdeptod by the Ar.a/ 
psychologists to forcing tho rater to revoal his real opinion 
of t \o ratee. 

A nor 1 * detailed description ami discussion of the 
forced choice ratio,, will bo found in Chapter 4, T «T II. 

UUXh OP TRAIT', 

i ethsncticel considers lions. Thus far t »o dlscueelen 
heo been concerned wit'. attempts to improve reliebllity and 
validity by refinonentu of retin^ devices, de i&n of different 
i»ating mthols, and by various combinations of rsethod end de- 
vice. Ee there tic ally it has been shown that increasing the 
length of « psychological measuring instrument increases the 
reliability and validity. The formulae allowing these rela- 
tions are as follows; 

(a) The general fans of the npoomcn-Drown prophecy 
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formula for predicting the reliability of e test of increased 
length is : 00 



In which: 



V ~ 

nn~ 



nr 

l+(n - l)r 



is tho predicted coefficient of re- 
liability of the lengthened tost. 

n is the number of times by which 
the tost has been lengthened. 

r ia tne coefficient of reliabil- 
ity of tao teat before lengthen- 
ing. 

(b) The general formula for predicting tho validity of 
a tost of increased length la:^ 



r (nx)y 



Irs. which: 




is the predicted coefficient of 
' J validity of the lengthened test. 

x* xv ia tho validity coefficient of the 

v teat before lengthening. 

is tho reliability coefficient of 
tho to at before lengthening. 

A basic assumption underlying tho above formulae is 
that oech item of the lengthened instrument measures some 
relatively unique quality. Ka theme tically stated, the assump- 
tion is thnt tho items correlate lo« with each other. 

In favor of jo reduced number of traits. There is a 
feeling that rating scale items generally do not meet thin 
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requircnsnt of uniqueness# la«...he, in describing the halo 
effect, wo tc that the tendency of raters to isNtsfc an indlvi- 
dual al« out the sene on each trait "suggests that the wsnjr 
different item are, in reality, Dfsasurln-j; about the oono 
thing. ##"^ Hie seventy** seven ri tors participating in the 
atudy sported by Utockf ord and riccell reacted to only throe 
basic factors (technical proficiency, mantel proficiency, and 
social proficiency) even though tho rating scale they used 
ktto tyrui© up of considerably noro then three itocse# 0 ^ A fac- 
tor analysis by Ihrort, rcashoro, and Tiffin of 11H0 ratings 
aw Ue on » tvelve trait seal© caused the Investigators to con- 
clude that, "worker com, otonoy could be rated on one or possi- 
bly two 1 traits' as well as it ia wow rated on the banla of 
twelve " 03 

'he case for £ l:. ul- r number. An answer to eucla crit- 
ic! sets con be found in the writings of both Kinghun and P robot. 
The former, in reply to the quo at ion of why raters should be 
roquinad to record trait ratings when they correlate so close- 
ly with the final overall oetinato, declared: 03 

• ••an overall Judgement la cor* likely to bo 
correct If rutdc after the rater* a a tentlon 
has been focussed successively on sever cl of the 
candidate’s specific traits# 

P robot fees condemned whet he colls "Overloaded Sectors", Items 
on rating scales which oro too all-Inc lusivo ouch ca "Quality 
of ork* ' go ru over, Kvarl, net shore, and Tiffin did not 
close the door candle tel) on nultitrelt rating aceleo# After 
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reporting their findings e* describe! above, tnoy called at- 
tention to the specific It; or those finding and advanced 
toe hypothesis that improved ratings wo.»id ba p»a*l *< on a 
ciultltrnit acnlo which i*cc '.alo up o f e number of unique i- 
lor»s. C) * 

Looking r.i the field of physical science for a noaramt, 
©no will recoil that an accurate .ueiiewcausut In that sphere 
is not the result of u single observation, tut rather, it is 
the avere^o (or oorso o ther rus ft euro of centre! ter. lency ) of 
the results of several observations. It is quite , ossiLlo 
that the use of » ratin', scale vkioh exploys re tin i* on 
twelve or noro Itoua to -.feature "one or possibly two” f«c- 
tora of worker competence ia n similar process of t vo raging 
the result.*, of aavorel observations, 

?ho writer was unable to find reporta of any actual 
reliability or validity oenpo rlmona between rafting acninK 
which U«d been shortened, because of the findings of n fac- 
tor analysis, find Uio long for»,a of .suck senior, A compari- 
son of that nature would b© a fruitf-dL ro search project, it 
is believed, and the writer submits that any judgement as to 
whether b short or a long rating fort, la the bettor should 
a ait the outcome of cuoh a test, 

A final consideration in favor of a r.ulti trait scale 
emerges when one realises that e sating o.» an abbreviated 
scale of one or tr.o fector # will afford little Inf ormetion 
on wkich either •aon* , ge..enfc or the employee can baa© action 
leading to inprovo-.ent of the latter. ?or instance, one of 
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the factor*. Isolated l>.art, 'on skew, and -Tiffin *cs “Abil- 
ity to do Present Job ,: * Is it likely that nsnajo- eut or the 
rate# car. do much t$m.rd it^ro/iec the -u tee in this factor 
unless his specific chortc seringa tia related to job performance 
are known? 

The importance of the rating in e employee improve, .ent 
was stressed early in this t..osia (po..es n nu \ 3) and it Till 
receive further attention later in connection vith the trest- 
Mtt of the practice of chorine, the rate© his valin • end 41a* 
cuaaing them with hi. • 'ilo design feature which eerioualy lim- 
its the usefulness of the ret ini, i« the i-portont function oX 
euployce irgprcveizent should be adopted. 

Frccticrl con aide rut ion* . fhoul.! the ratio,’ «et>le de- 
signer resist the b 1 a rid 1 s hr.s n t a of the advocate: of the abbre- 
viate -i scale* and plan « neny-1 tested device to rid the thinking 
of the rater, as su|j^o» ted by E insist » an i by Probe t, nd to 
provide a basis for employee improvement, ho nuat , neverthe- 
less, t> uart against naki n^ his -.tale too Ion*', ile . :ua t giv© 
due consideration to the very real f#ctor- of coat of the 
f err- and of its administration, and he must h»:-‘ cr.ro lost 
ho induce a perfunctory attitude in the rater* by foisting 
upon them a form which require.* nn excoaclvo amount of their 
time and energy. 

AESIIIFTRATIQS OP J 71110 PfcOUftAK 

~ how in r vo tin, ,u to ra tec n . Implicit in the objectives 
of rating is the requi remen t that the rates see his rating. 
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Hnlney,^® Yoder , ^ and Frobst,^ in cossruon with ninny other 
authorities in this field, hare agreed t.iitt provision should 
bo nndo in ev*ry rat in , program for tho employees to see, or 
bo informed of, their ratings. Ccott, Clothior, K&tliewson, 
end Spriogol also I’ccomondc 5 a post-rating interview between 
rater and roteo and proposed the followln, , statements for the 
rater to conplete in planning the interview; k’ 4 * 

How I Can Help Him To Do More affective 
On His Present Job; 

Ho ahould bo given additional instruction on 

He should be given additional experience on 

such jobs «8 

IIo should study s ucn subjects as 

Ho ahould change his attitude as follows 

There is nothing raoro I con do for ui» boenuse 

Remarks; 

More recently, Armstrong wrote of the post-rating in- 
70 

terview. /fter sox iiscuaaion, he proposed tuo forn shown 
in Figure 2, page 54, to be printed on tr,e rating blf r.*: and 
to be used in preparing for tie interview. In ad ditl»n, he 
offered the autogestions for actual con uet of th<* interview 
fthovn in Figure 3, pe 0 o 55. 

ho ahould ra tc . Obviously ho Lc ha. tho moat accu- 
x*oto knowledge of the rate© ahoul J perform tue rat in,, cau no 
■disagreement relative to thr strtot.ent at oicecl here will be 
encountered. Ho ever, the question often arises a. to whether 
it light not be bettor to utilise retinas node by tho roteo’ o 
peer, or hie subordinate instea ! of tho«» p r rformeti by bis 
superiors. 
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There is a general feeling that ratings by ono’e poor®, 
the so colled "buddy ratings", or© more accurate than super- 
visors* ratings. Array psychologists used "buddy ratings” to 

71 

standardise the Amy Forced Choice rating fora and subse- 
quently, Thorry and Fryer reported finding cleorcut superior- 
ity in "buddy ratings". ^ 

An Amy study reportod by Bittner shoved that 70# of 
a group of 1000 Amy officers preferred not to be rated by 
officers of equivalent rani: while 77# of these sane 1000 

*7** 

officers preferred not to bo rated by their juniors. If 
those attitudes ere typical, it aeons likely that rating by 
one’s superiors will continue as the usual preotico and there 
remains only the problems of selecting as the rater, the supe- 
rior with the noat adequate knot* lodge of tho rate©. 

How often to rate . Although there has boon no experi- 
mental evidence obtained to answer this question, authorities 
writing in the field are generally in aecori in tnoir recom- 
mendations. Ilalsoy^ end Probst#^ for example, r* contended 
ratings twice each year, a, routine, with more frequent rat- 
ings in special situations such as a rapidly expending or 
shrinkin,; or 'animation and no*, or probationary emloyaea. 

Probat suggested in odditlon, that rating* u® performed on 
employees about to bo transferred. Both men oppose the prac- 
tice of allowing an excessive period to elapse between ratings, 
warning of the danger that the raters* memories will bo tin- 
equal to tho test which v 111 lea.> tnn»tt to t.^- vo undue weight 
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to the no re recent perforccnco of tho ratees. 

Bating the reter. It has been surges to i by son© that 
poor raters be Identified eni relieved of the responsibility. 

A capacity for correctly judging subordinates is ccrteinly a 
desirable attribute of one In authority, an- in tho li^ht of 
that consideration, tho performance of a rotor nay bo seen 
as one measure of his success as n supervisor. Further, rat- 
ings of raters would b© on aid in rater training just as rat- 
ings of employees are helpful in employee training. 

Probst recognized the need for locatin'.; the incompe- 
tent rtitorc and pointed out how his rating cy -tea will fa- 
cilitate this,^ Yoder discussed "rating the rater*” in 
connection with his plan for corroctinj ratings to n compare- 

rjrj 

bio basis and T hite proposed statistical analysis of ratings 
in order that, ”... inexpert or careless rating officials can 
be confronted with the sometimes foolish consequences of their 
lock of care,"’^ 

THAININJ OF RATTi39 

The foregoing discussion has Leon concerned largely 
with technical inprovonents and design of rating, devices and 
procedures as they relate to the struggle for Inc re seed re- 
liability and validity. Valuable as these clement a are, most 
authorities agree that the no«t significant factor in 0 suc- 
cessful rotin 0 plan is an adequate rotor train Ln. program. 

Turning to the writings of ’5*1.1 te one finds the following 

79 

passage; 
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It is indeed now g onernlly hold that fa® for;, of 
tho rat In, 3 instrument la lea® Important than thorough 
training of tho rating officers in tho art of evalua- 
ting subordinateo. 

Bittner, 20 Knosles,^ end Tiffin, 22 to mention only a few 
othara, voiced similar views, while Driver 2 '* even wont so 
far os to advocate tho re training of rotors at Intervals, 
Fffecfc of trainln, , measured. In 1945 the research 
section of the Amy Adjutant General* a Office conduetod a 
carefully controlled experiment to date mine the results of 
rater training. The population of officers, who wore to act 
as raters, was separated Into higher echelon and lower eche- 
lon categories and organised into control and experimental 
groups. After all subjects had performed sample lutings 
(which were correlated a alnst certain criteria to determine 
validity), tho experimental :roupa were y.iven a two hour 
course of instruction and practice in ret in.,. Upon completion 
of this training, all the members of the control and experi- 
mental groups re rated the individuals they had evaluated in 
the preliminary operation. Correlations between rating va- 
lidities showed a slight and consistent, though not statisti- 
cally significant, gain for the higher echelon officora but 
showed no consistent improvement for the lower echelon offi- 
cers, 2 ^ 

The experimenters commented, when discussing tho snail 
improvement* obtained, that their subjects were all experionc- 
© l raters who could not be classified as untrained, and const- 
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quently, the effect of training could not ..g expected to ap- 
pear as marked ac if administered to untra ir.«d rateru. To 
the writer it seems that til© relatively snail effect of 
training experienced raters soon in this study would tend 
to weaken Driver’s recommendation that provisions bo mad© 
for retraining retero at intervals.®^ 

Iff oc t of certain rr tor qualities. A more recent 
study by Stockford and Bisaell revealed that training in 
rating reduced the susceptibility of raters to bias and to 
halo and Increased the reliability of the.tr ratings, although 
it had little effect on the rater’s leniency . Other interest- 
ing data wore obtained when several qualities of the ratora 
were measured by standard psychological tost., and correlated 
with various aspects of rating performance. The higher the 
rater’s mental maturity, the saora reliable, les^ lenient, and 
leas biased will be his ratings. Moreover, as oae night o x- 
peefc, the m ore intelligent rater? profit more i'ren the rotor 
training. Lastly, the higher the rater’ a I ©rauaalw© Com- 
ponent and his Administrative-Supervisory Interest factor, 
ns determined by the Kuder Preference I i© cord, the loss leni- 
ent sr.d biased will bo the ratings made by hln. Uw 

It appears then that the logical assumption that rater 
training is a valuable adjunct to a rating program is bora© 
out by test. Therefor© consideration of what material should 
b@ included in a rater training program ia in order. 



CO 

rub at a nee of Kotor "raining Program 
Tho decision as to rhat should be taught rests on the 
determination of what are the most common rater errors, since 
it is toward the correction of those that the program ohuuld 
be ulncd. Tscause tho siort frequently occurring raters 1 errors 
have been enumerated and discussed at none length in the pre- 
ceding chapter, they r.111 not bo detailed hero. Instead the 
discussion will be United to the training program proper. 

Tho pm’poge of rating . The most suitable storting 
point in the rator training program is emphasis on the role of 
the rating device as a measuring instrument. In thin connect- 
ion, the objectives of rating, as discussed on ps o 3 end 4, 
should bo made clear to the raters. The concoct of tho rat- 
ing as a means of personal reward or punishment should be 
eliciinftod. The veluo to the lisvy, and the Nation, which 
will accrue from a well designed an J properl/ used rating 
system should be stressed. Conversely, the harm to the Navy, 
anl the Nation, which * ill result from n ratin sys*t en which 
ties been invalidated by its use aa a re ar s or incentive 
should bo impressed u on the reters. 

theory of normal Jl. tributlon. The theory of the nor- 
mal distribution and it. relation to individual difference a 
should be explained. xamplaa of 'ctnal stunist -tnich demon- 
strate Its truth should be cited, Tho obsur iity of c.V feel- 



in that Naval officers . 4 v.*t ue f, abo/e average” to of val- 
ue to the Naval ervico should be shown. If thee? points are 
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clearly and convincingly made, significcnt progress tovards 
enhnncod reliability and validity will Lave boon achieved. 

r aye hoi or leal Influences , . Tho more important psycho- 
logical phenomns which influence tho re- to ”3 should be identi- 
fied, described, and diacussed* Tho raters ohouli be info mod 
of tho effects of these forces and warned of their subtle na- 
ture in order that they rr.ay be on guard to minimis© their con- 
sequences. 

Moanin',- of terns. Kxplanttion and discussion of the 
meanings of the tom; used on the rating fon aro important. 
Tho instructor should ncke frequent use of example? and anec- 
dote to clarify hia explanation*, llnviru* the student raters 
take turns at composin' descriptions of fictitious, or actual 
situations which illustr* te the ueanlng* of th*.i terns, ill be 
ospecially beneficial. Successful touching of this section 
will do much to eliminate the Ufficultio of iifferiny stand- 
ard of comparison at> \ ell n. minimising errors duo to nir, un- 
derstanding of terns. 

Practice ratings . Learning by doing in concede I to be 
the most effective typo of learning when the amount of learned 
net rial retained and the ability to apply this learning ere 
ths criteria. Consequently, no rater training pio*.rs would 
b conpl te without practice r n tln : , A eu jested procedure 
1 c to "equine the student rater* actually to perform ratings 
on real peroons or on the bsslt of anecdotal rocorls. These 
arwedot* 1 records snaj bo of reel cr imaginary j-orcon* but 
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should bo so selected thr-t the/ brin w out the nan;’ fine pointa 
of the ratln; problem. 

ConpQiiaona an’ correlations of the rntinjs on the antie 
perrons would ohow the i »* reliability or loci the:*eof. '“ubae- 
qnont discuss! .n crsl furtVr* practice ronld brirv, improved 
rating performance. 

Practice ratln/, ^oald have the added beneficial effects 

of: 

i 

a* FanilinriKint* tho r n ter« with the forma and pro- 
cedures. 

b. Rten-!#rdie«tIon of the noonings of tho terras 
U8od on tho form, 

c. Elimination of or reduction of 'ifferancos in 
standards of comparison onon;, tho 2’Gter*. 

SClfflfcKY 3 T ? III 

jiATr; b * l <r 

In tho preceding sections of this chapter an effort h«a 
been • ad© to dercribe «n ! evplurt- the mo. t cormoii types of 
rs tir.i.. da views end procedure- together - it’. Ieocripttona of the 
more ii»port**nt rel vant expert opinion and erq>f.ri»aontrl evidence. 
Fros-j file study th re <v,er*,»‘' a holy of prim i, le r of ood ser- 
vice j*ntlnj design onl o i-inistrfttion. The re «ainder of the 
c*>rpt- r rill bo devoted to the compilation of this Information* 
Principles Applicable to Devices 

Eie.t« end objectivity. ’.fh« rating device should esxbody 
fonturw: w. ich «id in i^ininlainj the rater’s oias and improving 
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his objectivity. Further, it must eliminate insofar e.3 possi- 
ble, errors due to misunderstanding of term a and to differen- 
ces among raters in standards of comparison. These objectives 
are boat sorvod by the forced choice type of rating* However, 
If the expense of preparation and maintenance of the forced 
choice form la prohibitivt'i or if it meets objection for some 
other reason, both the Prob^t chock list typo of fom and the 
graphic rating scale are possibilities. If the graphic scale 
is chosen, it should bo of the descriptive rather than the 
ovalustlonal type and consideration should be riven to the 
possibility of requiring substantiating statements with the 
ratings. The various other rating pi'ocesaes, such as the 
ranking and the paired comparison methods, will be eliminated 
from further discussion except as one element of a combination 
fom, to bo discussed in a .orient* 

Halo. The con true t Ion of the rating device should 
provide c. aractorlatic » suich will aid fcho rater to ovoid 
the halo error. Here again the forced choic form Ik pro- 
e Inent. Other possibilities ere the Probat scale and the 
graphic scale with the favorable on. of successive trait 
scales alternated irregularly fro. i right to left and back 
again. Other features include unequal graduations of success- 
ive trait scales or elimination of graduations altogether, 
leaving only the labels* 

normal distribution* An ettem.pt should be . a da to se- 
cure; a reasonably close approximation of a normal distribu- 
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tion of rating scorer*. Flth the exception of the forced dis- 
tribution rating (which has beau declared unsuitable for Navy 
uao), the Probst scale aeons to bo the most successful at at- 
taining this objective with the forced choice rating as second 
beat. Improvement of the graphic form in this respect is at- 
tempted by dividing lta scales into columns, as described ear- 
lier, and supplying hortatory instructions that tho raters be 
guided by tho columns when rating. 

Statistical methods of correcting retinas may bo em- 
ployed. Tho standard score (a score) technique previously 
discuase 1 will accurately convert rating scores to cunpnreble 
quantities on a normal distribution. Alternative methods, one 
a mathematical process using average deviations rather then 
atmdard deviations, and the other a graphic procoss, arc sug- 
ge tec! by Yodor. 

aightlr. . of traits. There should be provision of 
suitable weighting of traits In arriving at the overall scoro 
and precautions should be sot up against uncontr oiled weight- 
ing. I uc * precautions are best provided by tho standard score 
(s score) method or son® approximation of it. 

display of qualities . The rating should be in such o 
form that both tho ratee end aansgesient con aeo *>het are hie 
atron^ points end his weaknesses. If this condition prevails, 
both th« rates an i raanr ^exaenfc can tak® intelligent steps to 
correct the weaknesses. In addition, management may wish to 
institute procedure’s which will lead to selection of superior 
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personnel In the future. 

This reqairo:aent that there be sn intelli ible dis- 
pi y of ta© raters qualities is ^ect »«t by the -raj hie rot- 
in^ . cnle, though the Pretest scale la a possibility. The 
forced choice form Is poorest In this respect since by Its 
ver^ design the tru > nature of the rating in concealed fron 
rater uni ratee. 

Combinations. It is comon vlth military rating fonts 
to include tvo or no re roe t hod* of rating In the aat.se rating 
Itutruuent. On the basis of custom and lo, Ic, experimental 
evidence pro or con not be n^ available, the practice should 
be continued. 

Trclt.. to be excluded. The rating scale' s ralaon 
d»otre is the. fact that certain qualities of r oa a. 1 net cur- 
able only by jud^e •nt* If a better method of uoasurir^ 
theta certain qualities existed it could b© only iso to dis- 
pense vith ratiii seals* end use th better isatho 1. Converse- 
ly, it is wi-' measurer-rut policy to exclude from r^tiu* j calcs 
the: q q lalitie. rhich can >-0 * assured hotter by ,orc oh Jectiv 
. an . included In this cetc 0 ory are uth ontitlea as "ho# 1th”, 
"intelligence", "accuracy", "speed", " volume of production", 
an! "attendance". hil© "yracn* lity" lia* defea © all attempts 
at 6ccur*t* objective seeaur* sr.t, it la too lery and all-in- 
clusiv • & quality to entrusted to the 1 incite T capabilities G? 
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Adialnlwtrubillty . Katir^ k izutruraenta and ptoeedurea 
should net require excessive tine and energy to employ and 
administer. ?his require- that the font, b© of s convenient 
size sith easily readable printing, and that they not require 
an ezeessive masher of operations. Tcorin^ aids ouch at tem- 
plates t’vA stencils, or better still, machine scoring, should 
be provided. Finally, the date produced by the device should 
be z*eadily obtainable from it in an easily ueed ffSet. 

Prlncij>le8 Applicable to Fr ocedure 
Conference r 1th rf too . definite provlaion for dis- 
cussing the rat lac ivith tht rates should be included in ©vary 
rating program. The rate© should be shorn his detailed rating, 
complimented on his ctron* point. , end sympathetically and con- 
structively counselled oxi -cans of overcoming hie weskneaaca . 

" ho she ild rate. ?ho consensus is that the superior 
ho has the no s t inti 1 t* knowledge of the rate© is the an 
who should rat© hi .. hero none thnn one superior la available 
with adequate knowlod o, the r«tln_ procedure should be design- 
ed to toko full advantf;,* of tho superiority of sevrr*! judges 
ov -r one. Either a conference ratin or the nver« t e of several 
in Ivi lusl ratln.,8 may bs used, but the latter is the nor© 
f ccurato. 

how often to rrte . Informed opinion suggest*. th?t 
no i*nuunl ratin s art sufficiently frequent except the 

organization is expanding or contracting rrpidly, at -hich 
t l.ie e ohortor period, usually three month- , .etvoe.i ratings 
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ia reco ;«ndod. In addition, it ia believed. that new numbers 
of the organisation should be rated more frequently, because, 
(1) the/ arc likely to bo cAenglng more rapidly as they lonrn 
tholr duties then ere the experienced employees and, (2) more 
frequent rstln. s will provide a sounder basis of evaluation 
during and ©t the end of the probationary period. 

Review of ratin' :o. Inhere practicable, advantage 
should bo taken of the tendency of raters tu give more thought 
and care to their rating tasks when they know that they nay 
have to Justify their* judgements to their superiors. This 
ia best done by a^r.c procedure for formal review and endorse- 
ment of rstln ,o. 

Train in of rater;, . A rater training pro ri - should 
be .i&int&ined wnicu not onl. acquaints the rotor Itlt the 
mechanic© of the u. o of the form, but impart son© unde r— 
etendir. - of the .ore import? ?it t..oorio; undorlyln rutin#;. 

ha tin/ r> tors. Just as employee rating Is a tool for 
e -nloyo© improvement, ao ratings of the raters (by the. au- 
thorities In the centre! personnel » enc> end ' It « aoeq .u te 
llaaiun .ith the rater tratnin. pro 0 rna) dll oe s useful 
tool iu iMprovcaent of the raters. 
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Chapter 3 

CRITERIA 

Importance of Criteria 

He © sure non t a fix’® raeroly conporiaone. 'It la impossible 
to conceive of e measurement that is not a comparison for 
such would be noanlngleon. In the physical sciences compari- 
sons can bo made between the physical entity being raoCBurod 
and a measuring instrument, which in its design and construc- 
tion has already boon compered with a standard, which in turn 
has been compared with a more refined standard and so on, back 
to tee f uniamoiital standard, the criterion. Measurement in 
the social sciences requires standards also. Here too, one 
must have something with which to compere his measuring in- 
strument (a criterion) in order to determine the accuracy of 
the instrument. 

Inadequacy of Available Criteria 

In general, criteria available to social scientists 
have not been as reliable and valid as those at the disposal 
of the physical scientists. This has been particularly true 
in the field of measurement of executive ability, which in 
the area in which this study of officer efficiency evaluation 
is c oncer nod. 

Criteria of reliability » Martially, the reliability co- 
efficient of o rating device will be deter ined by correlating 
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the results of one of the following alternatives : 



Alter- J 

native: 
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Ratings made by, : 
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hura.be r of 
rating®. 
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Forms used. 
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Both by the sar.e : 
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Two different 
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« 

• 


dividual case. x 




: 




& 


; 


By two different : 


Two 


• 

• 


fame form for 




« 

« 


re ter a. x 




: 


both ratings. 


3 


: 


Game raters. : 
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Typical coefficients of reliability. Yodor has sat 
r s + ,75 R3 tne minimum reliability coefficient which should 
be tolerated.^ £y porf ©rating the following calculation of 
forecasting efficiency:^ 

100(1- 71 - r-) s 100(1 - /T V-f.-VFJ^T * 33. S# 

wa aoe that Yoder* a lir.it requires that t«e ratlt*g device bo 
reliable only to the extent that the likelihood of two conse- 
cutive ratings of the same individual boin identical is 
33.9$! better than chance, Tliat is to say, Yoder’s limit re- 
quii-ea that the reliability be such that one ha a 33.9 chances 
in one hundred of predicting what a second rating would be. 
Although rating designers have enjoyed sows success in exceed- 
ing tula minimum, none has seen fit to propose raising it. 

Probat reported finding a reliability, in one case of 

ratings of 475 employees, of +.78 and added that this was 

3 

typical of the experience) with tie device. w Other investiga- 
tors, to mention only a few, have reported reliability coeffi- 
cients fro* their studie. as follows: 
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Stockford and Bisaoll^ + .793 

Bichardaon and Tudor® +#85 to +.90 (H “ 330) 

and 

+.83 (B = 305) 

Law a he, Lephart, and 

KcCoralckC +.03 

One of th* highest coefficients of reliability for a service 

ratin'; likely to b* founel 13 th© r = +.92 reported by Tiffin.’' 
It la significant that the system which yielded this high 

figure employed "systematic corrections’' to equalize "rater 
tendencies" ami Independent ratings of each rate© by several 
raters. Only the designers of the U. S. Air Force offictsr 
ratliv system, see Chapter 4 of PAKT II, report a higher co- 
efficient. 

Criteria of validity. The followin paaaa^a from a 
recent book by Lnwnho describee the situation in this area 
. uccinctl; and wells 8 

• ••A burvey of the literature yields little 
evidence of successful validity studios in the 
executive brackets. This is no doubt due in 
part to the extreme difficulty attending the 
setting up of adequate criterion groups at the 
executive level, ... 

This problem of absence of criteria arises from the 
very condition which maker it nocossary to dopand on aier© 
judgement in this Important field of measurement, l.o., from 
lack of a better method of sw a curing many of th© aspects? of 
executive perf orsmnoe . To socura ® criterion, one must in 
some way, identify ani isolate* © standard of executive per- 
form r<nee. Ue must select a definite sample of executive per- 
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fomsnce, that is, measure a finite quantity of it. Except 
when measuring certain qualities auch as intelligence, apti- 
tudes, and health, judgement is t.*© only recourse in accom- 
plishing this appraisement. The result is comparable to the 
outcome of an attompt to test the accuracy a« to length of a 
’’one foot" ruler which you have made, by comparing it with a 
friend's estimate of how long "emo foot" Is. 

The frustrating condition described in the preceding 
paragraph has led Crcnbach to the hopeful remark quoted ear- 
lier that, "Observations by impartial observers are generally 
accepted as valid If they esn be made reliable."^ Too often 
this is exactly the situation which provaila. But, in the 
writer's opinion, it is an unsound position to adopt. It is 
quite truo that validity depends on reliability, that there 
can bo no validity unlecs there is reliability. The mathe- 
matical statement of this relation is shown on page 40. But 
it in not true that because the measuring instrument is re- 
liable, it la therefore a valid sesauro for the particular 
quality bein^ considered at the moment. Again w© nay look 
to tne realm of physical itoasurer.ent for an analogy. If a 
reliable -eatsur© in also necessarily valid, then n "uler will 
yield valid linear measurements even if through a once inadver- 
tence it had been made actually too short. Obviously, this 
cannot bo, for though reodingj obtained with it were uniform, 
they would bo nonetheless incorrect. 
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Typical criteria of validity. Kan? investigators in 
this fjUld relied » lr.pl y on face validity end reliabil- 

ity, a* described under the graphic rating scale In the pre- 
ceding chapter. Qbvioufly no coefficient of validity la n- 
vailaola from ouch studies since the reliability coefficient 
cannot bo iUbstituioc for It. Thooe experiment*- rn who have 
ette > tod validation proceedings ha' e utilised, 1* nest ceooa, 
some other fom of rating na the criterion. A n validity coef- 
ficient" of a sort is p.oducol by thic process but Its exact 
value n«; be open to a one doubt. 

Humorous example* of the validation of one rot lag by 
t' o us® of another as a criterion nay bo found in tne liter- 
ature of rating. Consider Probat’a recent booh on the sub- 
ject. 4 ^ He described hi a eritoria as " supervisors* judge- 
ments’ 1 an-J reported correlations between nis reting device 
and fc;;as» f s validity coeff icienta. A f<r of tueso ec o shown 
in tue folio lug ta^le. 



Page : Validity : Ifustoer of cases : Criterion 



70 


a 

• 

• 


+.CG 


• 

a 

a 


70 


a 

♦ 

• 


+.84 


a 

a 

• 




2 




: 




» 

« 




a 

• 


70 


a 

a 

* 


+.77 


s 

* 




• 

i 




a 

2 




a 

a 




9 

• 



25 


• 

• 


Hating* by 


super 




s 


ir.tendent. 




32 


2 


Average of 


judgtv 




: 


meats of 3 


super 




2 


visors. 




22 


a 

a 


Average of 


judge. 



nants of department 
head and immediate 
supervisor. 



75 



1 :iotL.>r Aivi lost txtautivc of vnli.lj.ty u. in^ 

*u, •*; vi ora* Jufjt-nent* vo criteria **u report «! by Itnauft , 

H*t obtained vail lity coefficients for two »ejm ret* rating de- 
vices. of +.07 and + .£.> » sp-eotively • 

.fit in . by peer a t. criteria. I’Uo so roll for validity 

IP 

criteria Lea lei to use of the coc Iotas tfclc aethod, ' This io 
lh* "buddy rating" procedure or the "noninatlrtT teahnique" so 
of fee •* ent! .r.ecl 1 t cur re „ writ in: a on orit r» -In. . It la a 



procec*. in which tho re oos reto eoch other anawyieausly . -vd, 
a* u«® \ by retin*, acfclc designers, nay revuit Is. order* cf 
ref, . c. fi co... let*» rat.!;, of e«c rfeteu on « li.it of traita. 

crucial Ion ; ofcwoeu the result of r»tln> on th*. ne ratine 
devic- en *, ••» re alts of the t ud lj ravic ^ -.ill produce a val- 
idity coefficient. 



fe.tl oy peor- la .'*• beer* vioutl,; WCenhe. b; • ‘.n,v?f 
ud frjrwr.'- 0 ' rr. Lorr„ la ono of the pajehelo, .let? ?bo y r- 
tleiyatod actively i.; the work of construction, and 

stands r Ixafcton of tb» /n«y force., c uice r»t.l n io j ice, and 

It w» ii. t»ila -.w -k iujsi ^nid. retire wer uxteneively uaedr^ 
7U atuly reported by herry and fryer «> r<.« d« «t 

tsar, ignel turps Officer Candi late rchool a. fo t « omcTuth, 

'•vV Jersey In 1843 aid involved tv o seperat* elans*.’ on.o con- 
tainls.^ eighty- two s«en, t'-« ©the - on?, fifty-i* o, oth buddy 
ranhl' .... (rso-.Ins felons) a;. J buddy r< t n a ware obtain© i send coat- 
pftjed 1 th rat in • b v junior officer/* till senior officer., on 



t;" 1 school staff. 



Correlations war* elao ebtc i,;«d between the 
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buddy rankings and ratio.;® an?) tho results of certain select- 
ion devices, namely, an officer candidate (high level Intolll* 
goncc lieaaure) toat, several personality nee sure a, end ratings 
by for*ar superiors. In addition, it v?a» 4ete mined by factor 
anal; ala that all ratings wore 1 ended with a heavy leadership 
factor. 

The results led the authors to conclude that; 

(a) "Buddy r«tia<i« appear to bo tho purest 
no a sure of leadership," 

(b) Cuddy nominations (ranking) "on equally 
good Mas suras of leadership," 

(c) "1? opines tiona by class appear to bettor be 
meaaures of tho leadership factor than any other variable," 

(d) Buddy nominations correlated nor- highly 
with all the selection devices, except intelligence, 
than did academic grades, 

(e) buddy nominations and re tin » both poo- 
sure accurately after a shorter period of observation 
than ratin'* by supervisors. That is, one * s poor* form 
accu^ta judgements of one none quickly then do one* a 
superiors. 

An Army study of buddy rankings in Officer Candidate 
. chool at Port fanning, Georgia yielded s split-helve i reli- 
ability coefficient of +-,20 for a class wuieh had been In be- 
in for five aeohs end Hr,7f for a class of tnree woeke,^ Cor- 
relations between the buddy ranking? and the platoon officers’ 



rankings war® »s follows: 

(a) For the five weeks class +.70. 

(b) For ths throe week a class +.G5. 

These figures represent re the r close agreement end perhaps 
nay oe explained by the fact that the process required that 
the n tors rank only the five beat and the fivo poorest nan 
in each class. This eliminated the jaiddle group there great- 
est disagreement c< to the, correct order i* likely to occur. 

Another defender of rating* by peer-' is Fittnor.^ He 
argued taat ratings by peers az*e likely to bo more secure fee 
because : 

(a) lien live and work much closer to their peers 
than to their superiors and thus have a hotter opportunity to 
observe each other* s perf omcnco, 

(b) ken tend to show onl„ their best piles to their 
superiors v. heroes one’s poors hcv* on opportunity to observe 
typical performance, 

(c) The investigator can employ the principle of 
obtaining multiple jud aments on the rate® more effectively 
if he uses buddy ra tings. 

ft. tenant a (b) and (c) apply equally '-ell to retinas by one's, 
juniors though t or© *. ay be sore question go tc whether one* a 
subordinates are able to judge the value of typical performance 
as well as one’s peers con judge it. 

Ratings by poera instead of superiors, Tho superior- 
ity of buddy retire demonstrated by ™herry and Fryer and 
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hypothesised by Bittner raises the question as to why no 
should not dispense with ratings by superiors and use instead 
rating by peers exclusively. Bittner answered this question 
in favor of retaining tho custom of ratings by superiors when 
he trrott; that, ua was mentioned In the preceding chapter* 76% 
of the 1600 /.ray officers polled on the subject preferred not 
to be rated by their equals.^ 

The reasons given by thes * offlcors were not reported 
but one tuny speculate as to their nature. It see- k< probable 
that. If an organisation obtained buddy rat in .s »: a natter 
of routine, the consequent feeling of being continuously 
wctched an l Judged by f rion la and fellow worker would gen~ 
crate undesirable tensions among the personnel of tho organ- 
isation. Those tensions might easily prove to be so detri- 
mental to morale and teamwork that th< ensuing loss of effi- 
ciency vfoul.1 outneigu any advent* ge gained fro** the aupor- 
iority of the buddy rating os a rating method. 

Future possibilities. The complexity of the activi- 
ties and duties of tho executive has Leon suggested cnl the 
necessity for measuring executive performance largely by 
jud >jr ® tent has been stated and deplored, ’ hat then is the 
solution? Is there any likelihood that anyt in- can be lone 
to aid signif icantly in the task of judgement? Is there any 
possibility of a superior substitute for judgement? 

One possibility of a strictly Hsval application is 
sugjo ted by infomstion in c lett r from >r, v® re 1 1 G-, hrun- 
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4»iS0 of the IPnreau of Kavnl feraohnol rccentlj received by tho 
writer. 1 ^ It is statod In tills coranunication tin t .ir.ta tukcn 
fron tli* readily quantified© ito „** of all the f ItnoB*. reports 
of one llaval / cadeny clas- of about thirty yearn experience ao 
couni. atoned hovel officer, -^c v, tuat the hnv> Fitnooa i.eport 
h r 3 "feirly ^ooJ validity" in ten s of predicting success be- 
fore th© Hav., selection boards.*^ In addition, the data show 
the. r, reports ..title on officers when they »ro holding the rela- 
tively Junior ranks of Lieutenant (junior ,r©ta) or Lieutenant, 
a • or© accurate!; prsdict-ve of t.ie subsequent attainment of 
fla 0 renk cl the* ero the fitness reports received while the 
officer* are in do higher ranks. Inf or. .etion of this kind 
could not be u«.od Ij validate any eorvlstttl; nor* technique or 
net hoc. However, detailed analysis of it ni^ut j ielu infor- 
mation which would *.© of assistance in ax* evaluation of past 
practices aside *itli a view tovaru synthesis of the ue t por- 
tions of earlier fitneas repo t liras into a now device. 

Other possibilities lie in the direction of d» to min- 
ing and considering quantitetivoiy uoro of the factors w.nch 
tx. indicative of satisfactory executive performance. One of 
ti . j Ii..portc..t indicators of the quality of executive porf orrsene© 
is tnc .oral© and attitude.. of t..«. rank and file of tho organi- 
sation. It la conceivable that if ixif u*»fc.fcion as to the norale 
an > attitudes of the subordinate** of the officers eonpodny the 
criterion jjroup »8Pi c ©aside rod in addition tu the buddy rat- 
ings of _ he criterion yroup, a more valid criterion ni^ht bo 
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achieved. 

*n ambitious effort towor’. later; inlng the factors 
which fire Indie? tiv*: of the quality of executive performance 
la the ten year project of leadership stuile& currently In 
pro^re- a on the cPBif.ua of The Ohio "tate University.^** fhe 
forsonnel research Eoer-' of th< University is conducting the 
project and has given o state; ent of its purpose which is 
quoted in part helow:^ 

The purpose of such studies is to develop 
facts and met ho Is nhlch t»«y bo useful in the 
selection ond training of persons for posi- 
tions of lo nde rshlp. . • 

This group has undo studies of tne personnel rnd or- 
ganisations of Naval shore establishments and e number of 
coimerciol firms and it plans to continue with detailed stud- 
ios of the personnel and organisation of a considerable num- 
ber of small Koval vessels and aircraft squadrons. 'us 11 
ve seels have bee« chosen as fields for study because a greater 
nuaoe r of comparable unit, will bo tivailaolo. Uricfl^ stated 
the objectives of theao invest! aiions arc to find out ? {l) what 
leaders do,(2) what effect lender.- have on their organisations, 
ond, (3) what elements, oth* r then the loaders 1 qualities have 
affected the organisations. 

If the project is successful, it should do much toward 
identifying and isolating the qualltie. wnich -oko for good 
executive ability ond in providing improved means for measur- 
ing t..o~e qualities. An additional or concojiitaut product of 
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the program under those circumstances would be accurate ob- 
jective critoria of executive performance . 
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PAL? II 
Chapter 4 



5 0*0 Early Ifevy Fortae 

Inf onaafcion ia not available os to exactly rha the 
forr-sal writteii service rating ’•an first i at. into use in the 
Navy, Horevor, the 1301 *■»; ort on t a Klti.e. o£ Off Icons 
shown iu. Appendix T is cn cxr ?pl© of one of t.*e earliest 
Navy foitaa. It constitutes cute evidence t:.nt Naval authori- 
ties have lon^ felt th* need for n u»n« of •» y i-ie'-jatiaing end 
recording the senior** jud. events of nie i j abordiii-* tee. It Is 
interesting, an i par .a? a n little !!• cour«£in;;, to note the 
fundo entftl oinllerity between this io-ver for . *nJ t. e fit- 
nee report no. in use in the Hevy, It indicate t fist prog- 
ress in t.Au fieli Us* teen -Xov indeed. 



abac cue at deyalopawnt.,. , i'Ue early e art o ; .’’itnoaa 



Off icorn proved uneati .fact ory on* eh* a or© * do fron 
ti-«e to tir.e. Ay 1212 the fitness report for h« J ro n to a 
len^t . of four *io :.la-8^acod typewritten pr.^ea su! required 
the recording of const lerooly aorc in the r.ry of detailed and 
diversified inf o reset ion. Tho i.*l2 for r. i ovi lu* tinned 

ty^e, although the evaluatl «n*l ter * prescribed for ut.c ‘and 
bee.. < nan o i fro t -« "-.xcellent”, K Goou M , w Toler' ble* , and 
"yot >it 30 i H of t’ e LiDX ft>r\ to 11.' t of vordr eh of watch 
wa^ to further 'oJif led oy i u .orel*. or eic&zjple , one 

could not altt, 1 j **ate * . officer M r.x#ell*ut” on an;. „ivon trait, 
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but Must qualify the "Excellent” by adding taa appropriate 
numeral between ”3.5" and "4.0 H ♦ Tho qualifying numeral a to 
b© used with "V#i»y Good” were ”3,0 to 3.0” with lesaer numer- 
als iown to and including ”Q n assigned for use with tho leas 
favorable evaluative terms. 

In a letter to tho writer. Dr. Everett u. Erundag* of 
tho Bureau of Havel Personnel vrrote:^ 

...Those records ehow that not -«any uejor 
change a occurred after 1912. At this ti>» 
numerical rntln 0 a on a scale of 0.0 to 4.0 
wore already uced. A general "aptitude for 
the service” rating vaa nlao in use, and bo 
wor» the questions on attitud* to* ard the 
officer's being " under yuur coasARnd” and 
toward his being promoted, Lctei c!,u> er in 
these questions were toward lucre naol qu«n- 
tification. Tho number of specific ratings 
CtraitaJ varied eftor 1917 fror 9 in IjVJ to 10 
In 1921-1924, decroasin, to 14 In 1920. Bote 
that in 1932 there wore different (Vatin*] 
forma for aeo and shore duty. In general, tho 
aories of foraet ct^en^c-* in the reports indi- 
cate an attempt to force more accurate and ob- 
jective ratings. 



The Pre -ent Uavj Fora 

07Fin.lt' FITh ■ f ‘ f. I D T NA \ . -01 OA (ItLV . 6-45 ) ifi 

the formidable title of the rrting device in current use in 
the JInvy. As sixo n in Appendix. 0 it la orinc.ipally a graphic 
aca3 a 1th norae! distribution categories superimposed upon 
it. It ernnoi be classed as a forced distribution scale, how- 
ever, n the instructions in ro tho distribution arc. vcroly 
hortatory not laandctory. .pace for tho usual biographic*! 
data is provided st the top of the sheet together 1th apace 
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for th# rata® to inlionta ills prafaranoe for n® tfc duty, and 
further down the pa e, fox* the reportin. senior to n»ko hln 
rec emendation* on that subject • 

Also located in tni# top section is o requironent for 
tho rate® to indicate hie knowledge, or lock of it, as to 
whether h« 1# qualified for sea duty, 'ihia ref ore to physi- 
cal qualifications. This ©stinste by a layaan, and not a 
disinterested laynan et fchr.t, is of litfclo value, In the o- 
pinion of the writer, kreept •..on the officer out been token 
ill suddenly and has not had an opportunity to week the help 
of a Havel nodical officer, inf or.-.ation More reliable than 
hia opinion is available, llatln • seal© authorities ,-on« rally 
» tJ X'ee, it will u© recalled, that qualities dete:riua.ilo by 
uoro objective teuna ahculd not -j® Hate on ‘-"tinj scales. 

The next section provides maple space fox* reporting 
any perticuolr c; aolif Icationa which the reporting senior be- 
lieves should be ^iv«n ©aphasia. Kota that here gain a lay- 
.xan 1 * opinion on phyai al f ltne •« is required. 

Looking closely at tne ratio;:, ceie portion of tho fora 
wt see that it is abbreviated >o;.ewhat and la not completely 
of the descriptive type. oroover, it has no provisions for 
nlni«iising helo effect. .ariior discussion In this thesis has 
suggested the value of longer ocelot end hsa shown the super- 
iority of the descriptive scale and t)*© nood for Minimising 
halo. 

Balow the rating seel© ia a section designed to elicit 
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an Indication of the reporting senior* a attitude toward having 
the rotee under his command. The next section belov this is 
designed to de to mine hia feelings toward promoting the ratee 
There is also ooue attempt node tov «rd evaluating the entire 
fitness report by securing a rough estimate of the number of 
officers considered by the rotor in setting his standards. 

Proceeding with the examination wo find a provision for 
citation of corxmendo tory or adverse notorial, apace for a gen 
ernl ovorall evaluation, and a space In which the rotor -mat 
indicate whether or not th* rotee has aeon the report. 

Physical makeup . The complete fora is made up in a 
packet of four shoots with carbon paper between the second 
and third and between the third end fourth sheets. The first 
page carries on its face the instructions to tho reporting 
senior eni on its back a replica of the complete rating form 
to je used as a rou h work sheot in making tho rat in • The 
second sheet also has a complete rstin, form on it while tho 
third has only section 1 through 6 end the fourth p* shows 
sections 1 through 5, /II aheotu require tho signatures of 
both the rater and the ratee. 

Uao of form , ’ hen the rt ter is satisfied with the rat- 
ing he U«t» mode on the worksheet, it is transcribed by type- 
writer to the second, third, and fourth sheets and si *ru turoe 
are affixed. (It is customary, though not essential, for tho 
rotee to sign tho forme befor the rrtiuj is aba since hie 
signature certifies only to the correctness of the information 
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ho h-- contributed to th** Tom.) ?h- nert t- to,- is tn© nail- 
ing of the -econd and third sheets to the urcau of Rival 
Personnel for each processing, filing, nu I subsequent evalua- 
tion or consultaiiun e tiny be required, I he fourth pa* e ju- 
cocaoa tho pr opart;' of t«» rstee »hen hia ro, ort i* nailed to 
headquarters by the rater. 

o' 10 analyses of I'riv. rat in ,1. in exteneiv* »tu' v was 

made in 1945 I17 tho Training fta.viards «:;i v. urriculun division 

of the 1 ureau of lleval Farsormels* 

,.,to ovalu*t' t-t* epo. t t FI tno of 

Off icons as a poaaibi© criterion oaauro for 
use in validating officer a-lccti.ni ml class- 
ification require— ante, 

t’h* fltnoaa report files of M\ junior officers ■teho Ua 5 enter- 

/ 

ed co.-zaisgioned ervice bet' ©an "’ecoujer 1340 at: cosher 1942 

were examined. Pro« each fil« infemation lecteJ froai 

two fitnoae report*., one from eacu of tv:o slifferent reporting 
senior . Correia tic ns were obtained between th* various items 
of this inf arastion. Tno ivore iqnif leant for our purposes 
art iven in tho folloicin. tail©* 



Coefficient a of : 
reliability between J 
narkj by tno twu seniors: 


erviee throughout, the re- 
porting periods. 


Pron +.22 to +.40 


: 


Sea duty both periods. 


Froru -#,0004 to +.18 


* 

• 


r Q? duty one period, 






shor* iuty the other. 



Proa tr.a on ova, tVu unreliability of th*v rat in a is ob- 
vious. *fhe»o f i*;uroi 1 ore obtains.! fro- rntir. ... on Havy f oma 
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nor superseded but, fiu« to t .6 Tact t.el the currently usad 
IJavy scale le less of r. Jewcriptl’. . scale than forrwr ones 
were, it Is doubtful if live current scale would yield signi- 
ficantly bette: results. 

Cagl* reported z*e"ultA of t atu-v of Lh» distribution 
of Marks obtained or. th? current fit* am report : orts. 

His figures, reproduced belo’ , reveal a Merced ilverfenoe 
froM t *9 nerase! li«*trit»uti»n.^ 



Percentage! 

Droup : 


correct (Koi’n 
tirtributlon. 


*1)1 

• 

• 


Actual : 

distributions 


Actual 
Percent age 


Top 10£ s 


119 


• 

♦ 


404 : 


41. G 


Next 20^ : 


230 


e 

e 


572 t 


40*7 


Kiddle 40^ : 


474 


1 


102 : 


u.c 


Loser 20$ i 


£80 


* 

• 


12 s 


1.0 


Lottos 10$ J 


110 


* 

« 


2 i 


0.0 


Totsla 


1100 




1100 


90.2 


A ainilur 


• t aSj ox t ;e r 


at In;, 


*, >d< with th. 


current 


Havj for., on for 


ty~sevea Ground 


. uhool Instructors 


a t the 



Havel Tprix-lui Coisnfuid at icnoacola, Flori la -o» reported by 

4 

*.ic rrdiQn, -ellcma, fear/ a. id Oeup*n„-, Inc*, in 1948. Their 



figure; ere ne foil own 
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Number of Ratees 




Top Next Middle Lower Bottom 

10 \io 20 fo 40/1 20/1 10 fo 



Categories of Distribution 

Unshaded Bars - Prescribed Distribution 
Solid Bars - Actual Distribution 

Figure 4 

GRAPHIC PRESENTATION OF DISTRIBUTION DATA 
OBTAINED FROM STUDY OF NAVY OFFICER RATINGS 



Percentage of Ratees 



C7 



Poreeate/e 
Group . 


• 

♦ 

• 

« 


Actual Percenter* 
Bistribution Found. 


Top lOjf 


• 

■* 


50$ 


ext 20$ 


; 


44$ 


kiddle 40$ 


2 


2% 


Jiext 20 % 


: 


2% 


Botte*a 10$ 


t 


0% 






104$ 



(Bote: The error of 4$ In the total results 

from. ( a error introduced in roun^iiir off 
the e 11 nurXer involved whon con utia^ 
porcenttxes. ) 

These figures also show a raisrkcv*. divergence f roa the nornnl 
distribution. 

Tlicro has boon little done on /flllditj studies of the 
Mevj fitness report skater, ether then ua (mentioned in the 
chapter on Criteria, pe u © 77. 

Evaluation. In favor of tno hnvy 1 for it j> ; ho -i id 

that i 

(o) The instruction* tv t..o rater *:« Urt»f f a.i r» a illy 
S’.cileble . 

(b) The fori i leoi^nod to reduce the laowr of prepc- 
r-atl./n to a Xniaun. 

(c) Tho X'oiu has provisions for recording nil Inforna- 
tion pertinent to the permanent service recori of the rsiet 

ext pt t.-fet which is detemintwli by store objective weens (how- 
ever, see iter. a (o) er.d (d) below). 
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(d) The fora presents the strengths and weaknesses of 
the ratee In an analytic and easily understandable! fora# 

The Kavy'e rating system leaves much to >jo desired, 
however. Chief among such considerations ore* 

(a) Ko provision io *ado for rater training, an oialsa- 
ion for which the excellent Instructi >n sheet cannot compen- 
aate fully. 

(b) The rating relies on judgement. 

(c) The design of the fora docs not pomit re id and 
accurate sorting, tabulation, end evaluation of the ifita by 
Machine. 

(d) The fora otte.pt a to elicit Information on physi- 
cal fitness which is or© accurately dateminable by other 

means# 

(©) The fora give precious space to the recording of 
the rntee's preference for next duty, ft hit of Information 
also furnished to the Bureau by the rate© annually, or more 
often if preferences change, on the PifflC. H 1 * BA TA CAiJ) 

NAVP. -340 (rov# 7-46) . 

(f) The rating scale is abbreviated and not completely 
of the descriptive type (la this respect, the ratln; scales of 
earlier Bevy forms ss shown in Appendix C were superior to the 
presently used one) and It provide** no safeguards against tlxe 
halo effect or rater's bias. 

(&) The fora makes no provision for assisting the x*©- 
portiHfc senior In preparation for conduct of the post-rating 
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Intorvie. with the re tee (gee page 6G). 

(h) The reting procedure does not provide for the rat- 
ing being tactile by the auperior who h«e the most complete know- 
ledge of the rates. Instead, this is the prerogative of the 
commending officer who, in c large commend, Key have only the 
moat superficial knowled *o of the rate©. 

(1) The rating proceduro end the fora saako insufficient 
provision for the difference in duties end qualities required 
of officers, depending on whether thoy ere of tha Line or 
. taff , whether they are specialists within those categories, 
or whether they ere in school or engaged in the duties of 
their respective classifications. 

(j) The procedure wakes no provision for correcting or 
adjusting the narking* to condensate for the tendency of some 
raters to mark high and others to nark low, 

(k) The rating procedure makes no provision for either 
the averaging of the ratings ^.ede by several rnterc or the re- 
view at higher echelons of ratings na do ot lower echelons. 

(i) There is no provision for rating the rat or. 

(ia) And, finally, the Navy* s rating fora has low re- 
liability an 3 produces an exceoslvoly skewed distribution of 
score a. 

The A ray Rating Fora 

As had been mentioned, the A ray uses a fora known as 
the "forced choice" rat in fora,'' humpies aro shown in Ap- 
pendix £. The most conspicuous features of this device are. 
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(r) th® forced choice Itema »nd, (b) the provision for par- 
foming the marking directly on a aachine scorRolo sheet. 

Looking at the sheet, w© find it entitled FFPIblLNCY 
-fO.-.T with the additional idaatif Icotion synbols at the bot- 
tom of the peg© of __F - AGO FO,F/ C7-1 , 1 Jul 47 . The upper 
lie If of the first shoot la occupied by the biographical sec- 
tion, followed aoout saldpage by '’action B, a space for a gener- 
al overall evaluation*! ate tonent by both the rater and th© 
rating reviewer or indorsar. Next, In faction C, is a list 
of nine i». ort&nt situations with apace for the ratin'; officer 
end t.io indorsing officer to indicate their attitudes toward 
having the ratoo servo in then* Following tbl* are spaces for 
recottnendc. Lion* by the rater and the indorser for future duty 
as i ,rcr.onts t ni future training. Lastly there is a device in- 
tended to !«t#mIno whet experience with the rata© tho rotor 
used as a basis for hia judgoaents. 

Th® reverse bide of the first sheet is blank. It is 
resorved for the uoo of the Cr.ro«r 'octiona of the Ar. 3 and 
“erviccs of th© bopert-xe-.t of the Amy. 

Tho biographic*! 1* ia arc- repeated on the secure sheet 
followed by th© first section of forced choice items, feetion 
IV. Those ito.u are intended to noaaure the rater’s Judge- 
Rent oi’ tho rstoo’o job proficiency, faction V of this sheet, 
alfet/ entitled Job i rof iciency , is .designed to secure judge- 
nant* fro *J r? ter en.i in lorsar as to which oi* a liat of a* von 
specific positions t .o rote© If , or uould bo, no at proficient 
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In end which Is the second notifc suite bio job from the point 
of view of h 1 a proficiency in it. 

On the reverse aide of the second sheet there ore two 
sections designed to determine the personal qualifications of 
the rate©. The first of these, faction VI, consists of forood 
choice itoraa. The other, lection VII, lists six personal qua- 
lification itesa with spaces for the rater and indorsor to in- 
dict, to the degree to which the rfttoe exhibits each. 

Finally, there is an attempt to detemlno * here the 
rote# sterns, in the opinion of the rotor, relative to the 
other officers of .is rank who have boon rated at this time 
by the rat or. 

Physical makeup end use . The Amy rating form is a leaf- 
let cf tro pegea with dimensions of 8 inches by 11 inches and 
arranged to open from the ri ;ht ed < like a book. It is not 
©quipped with carbon paper but its construction takes it *©*••/ 
to insert a piece when tyolng in the biographical data, the 
only entries which require duplication. As mentioned earlier, 
the sheets are mac in© acorable. Thus, if the marking io per- 
formed witn on "electrographic pencil” as proscribed, the re- 
ports may ^>o scored by < .ccnine without further processing. 

There is provision for the signature* of both the rater 
end t.;o indorsing officer but not of the rate©. Moreover, 
there i3 no requirement that ha be shown his rating. It ia true 
that the meaning of tho markings on tit© forced choice sections 
will be known only to tho possessor of the scoring key in the 
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Adjutant Genoral'a Office, but certainly t-.o rate® could 
profit by seeing tu« rating# node on "actions C, V, and VII 
as thoso arc merely gre/nic rating scales* 

Tho f orced c hoice theory, fiaoon to the r thorou hly 
described and discussed forced choice liana, the tneory under- 
lying then, end the method employed in their construction.^ 
Only e brief treatment will be attempted hero. 

fevelopera of tho forood choice technique roasoned 
that if items could be off v rod to the respondent in pairs, 
so chosen that each eppesrod equally ccceptnble or unaccept- 
able, on i further, if theca Items coJLd be so selected tluit 
choice of one i o Id bo an indication of t 4 .e presence of 0:10 
quality or opinion and choice of tho other weuld indicate 
another quality or opinion, tnen the? wo' Id have « device f oi- 
neusuri*! qualities or opinions which could not oo controlled 
by the respondent. The fact that although hot.* item* night 
appear to the respondent to bo Irrelcr.&nt, ho must neverthe- 
less make a choice, gave the method its nano. 

To lnpx'ovo the rnter f o attitude toward the device, tho 
Amy rating designora catered to the desire of people to 3 paak 
well of othora If possible, & ieslre diich loads to a tendency 
in rating known os "generosity error". They arranged their 
ite - - in tetrads of two favorable *m s t*o unfavore let state- 
ments with tho provision that t:.c rotor nust choose only ono 
statement which is most like the rate® an n second which is 



len«t like iln 




























« fcfr 



































v> 












*hl£ iu«i 


















OS 



'"ho d» ta oa to the apparent f avorauleness or unfavor- 
ablenea* of the item und their diecri -Irvetory veluo ore de- 
termined by empirical methods* 

" oiso analyses of A r y rn tings . The extensive testing 
which was done in connection with the design of the Army rat- 
ing for* required nearly two year to complete end yielded 
results which led the investigators to conclude that the new 
fora was tne "most valid” of tho«e tested an 1 further, it 
was "clearly superior" * to the older for it -Ri designed to 
replace. It is unlikelj that any organ! ea t Ion, private or 
military, will attempt sc extensive a project in the forsee- 
able future. Cefte e qwe»tly, the Ar»j*s rating o; rton probably 
will retain the distinction of n t»*s noet thorou,; ilf, tea ted" 
for aoae ti .« to co c. 

The criterion group ran obtained by the sociouetrlc 
method dlecusaed in the preceding chapter end consisted cf 
nearly 00,000 officers. Those officer * ere rated on several 
different devices including the t my fore then prescribed for 
official uao, ' D AGO FOhf G7 , and two voraiona of tuo new 
forcod choice design. POHM C7 la described rather completely 
by fiason but in general it wa» raoroly an evaluative graphic 
scaled Correlation* of the results prorap to i the conclusions 
mentioned above but none of the correlations e «■ as high as 
tliOoG reported by Prebat and b Knauft for their respective 
chech Hat rating aualea, (sc ■ preceding chapter). It in only 
fair to avid, however. 



that the validities obtained by the /my 
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Investigators ■ ere baaed crs, enormously greater members of 
cases and that, w’'.ow as the A ray experimenter: uno i buddy 
ratings as the criterion, both P rob at and hnauft used super- 
visor* 1 judge* 'er.t • • It teams likely that supervisors* ju..ii;c« 
nents would correlate -.or* closely itL ra‘-ln 4 -.ade by super- 
visors then with. buddy ratings. 

More recent studies of reting.- obtained with the new 
A ray fora have yielded the lietributloas curve* presented in 
Figure* £, G, 7 on p**eu 96* 97, endgg respectively. Al- 
though as sho .n by Slaecn,^ the forced choice rating gives 
e slightly bettor approximation of the no ret* 1 distribution 
then the F031U G7 which it replaced, these note recant studios 
rev# el fchet it fells far short of attaining the ideal, normal 
distribution. 

. valuation. The currently used Army fors has reversl 
points of superiority. Frincipal among these are: 

(a) r y "disguising” the nature of the marks being giv- 
en, it minimise* t a ability of t biased rator to woke on un- 
duly biesed report. 

(b) The forr io dauigned to minimise the labor required 
tc prepare it, to work it, an 1 to ©core it. 

(c) It provides for review rnd indorsement <; higher 
authority. 

(«t) The procedure provider that the rnteo* s Imodlnte 
sup-rior will perform the rating, 

(«) No attempt ia ;ade to assure qualities which nay 
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bo hotter determine'! by ''.ore objective neane. 

(f ) The fom provides c xneana to Indicate the be sis 
on .itch the rating -» *rd< , thus affording inforaotion to 
aid in evaluating the rating. 

(g) The vnli.ii.tv in superior to thrt of the evaluative 
rating ►.celtw 

(h) The distribution of scores produced by the forced 
ehoiee do. Ice avproxi..*. tea tho nomnl distribution more olose- 
1/ than Joon tho Jiitribution from the evaluative graphic scale. 
In particular, tho forced choice f cm causes noro ratings to 
fall into tho "avera ,e" and "below overage" zones and thereby 
discriminates better between officers in tho lover end of tho 
distribution. 

The Amy's rating system has e number of short cominge 
too. The :.or important of these are: 

(a) There 1 incoT^lota provision for en indication of 
the ctrui v .. oint'j sri'! wo^hnessot. of tho retoe. fortoin por- 
tions, 'action* C, 7, and VII, of tho ratln w devico do show 

• o~»© InfortaFtian of this hind but the two sections of forced 
choice item* ounce? 1 their true indict tiona from the rrtoo and 
rr tor. 

(b) There is no provision for dlscuesing tho rating 
with tie rftoo or for certifying to hif that tho rating has 
-.eon duly ts*lo mi JUbt fitted to headquarters. 

(c) There ia no provision for rating tho r*te*’s. 

(d) The rating form an I procedure usko in stiff iciont 
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From »7D *G0 PR3 REPORT 799 . The 1948 . standardization 
of Officer Efficiency Report CD AGO FORiv i 67-1 
7 June, 1949, p. 21 

Figure 6 



DISTRIBUTION OF OVERALL RhX oCCeES ON 
ARMY OFFICER EFFICIENCY REPORT, FOR*. 67-1 



Field Grade 



Frequency in Hundreds 
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provision for the difference in duties on qu* litie required 
oi’ officers depending on whether the; ere of the Line or '“’taff, 
whether they are specialists within thor < cot© ;ori»* , or wheth- 
er they or© in school or jed in the duties of their respec- 

tive qunlif ications . It Is joasible, liov-#,vor, th l the empiri- 
cellj, chosen forced choice it© -a .»y ruto *f tioelly account for 
ouch differences. 



The Air Pore© Report 

The Air Force in 1940 adopted a new rating ajr»ten. which 
was tue outcome of considers .«le r . arch oy th* 9 /uorierr. Insti- 
tute of a ©arch of Pittsburgh, It features a per^hlet or 
word, booklet, in which th© vtttT recoi* the results. of obser- 
vetinna Ire uik.ee of the r* t e o , ni*i a single sheet rFtin 0 forts 
on which he surcaa l-e, the .ate recorded irt t At ooohlet. > 
aaraple pay© fro tne booklet i-' aho* n in appendix F wnllo the 
r^tiny sheet is shown in /ppsndix 0, 

description r;,j us of oooklot . To rul .© t it rstor in 
his observation of tue i- tee, tus "o.c booklet, entitled Choc > 
List of Critlccl .■equity entc for Off leer I. valuation on .op orb 
of Gl'flcor .ffectlvoncs r , lists six o”rr o in "■ .lc.. proficiency, 
or fcn< lac-fi. the roof, ia significant. These v it. area. i.re; 

I. iroficienc; ir. lianjliuy /. lul iintrfl ive .j© toils, 

II. Profioie *cy In V nporviaiiv, Pcrnonuol. 

III. Proficiency in rianniu^ and dice tin,,, t ctinn. 

IV, Acceptfi. c# of Or^ariisat lonal eanouslfellity . 
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V. Acceptance of Personal Responsibility. 

VI. Proficiency In Duty Military Occupational Special- 
ty. 

7/ithln each aive* of proficiency ere listed apeclfic ob- 
servable behaviors, each divided into five degrees of compe- 
tence with each degree indicated by a one digit numeral and a 
short descriptive statement. There specific obaerveolo be- 
haviors ore arranged in a column with the descriptive state- 
ments and numerals placed along a line opposite each ns in a 
graphic rat in scale. Thus if the ;atcr, while considering 
the performance of the ratoo in one of tne significant areas, 
observes behavior wnich may be doscrloed by one of the phrases 
provided, he marks the digit ovor the statement. As this pro- 
cess continues throughout tne period between ratings, a body 
of Inf or*3*tion a a out tne proficiency of tho rates la built 
up based on kia observed oenavior. It is recorded in term 
of the numerals 1th tho figure tt l M Indicating linijrusa con- 
pete .nee and "C" indicating nexlsnun proficiency. 

' hen the late for preparing the formal rating arrives, 
the narks in the booklet arc transferred to spaces provided 
on th«. i*» ting sheet v?l Ich is e condensed graphic rating scale. 
The acorin^, is dono by hand on this shoot, treating, the narks 
with the prescribed weights. 

The re t ing sheet . The rating sheet, eWich la entitled 
Report of Officer Effectiveness, provides ajjec© for data other 
than tho summarised observations fron tne vrorfc booklet. There 
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Is, of course, a piece for certain nacesaery bic graphical In- 
f emotion. i»cxt on the sheet la a rath* r ltu\,e spec© (nearly 
one half of the page) for e general o'vei'all evaluations! re- 
port. Sext la a provision for the specific, ferae! delega- 
tion of the r&ting ^uty by the coTwanding officer to aoae 
other officer together with e atatenont of the reaeon for 
such delegation. Thin makes it possible officially to ea- 
sier* the reporting duty to the officer with the most adequate 
knowledge of the ratoe. Following next ia a place for the 
signature of the reporting officer (rotor) and the co- *jnt» 
and signature of the Indorsing officer. 

The reverse aide of live sheet ia given over to a re- 
st. temont of the six significant areas, of prof lci< ncy with 
space under each for entering the eunmarieod nuaoricsl marks 
described In the precedin troatraent of th« oooklet and its 
use. The spaces for two entries are so arranged that tho 
scores m ay be calculated end eun 'orised on the nh*et end tho 
total entered at tho bottom, Lastly, there is a enell space 
l'eaorved for use In !e. crib in.* tho rateo’s "Vilitary Occupa- 
tional Specialty" . 

valuation. The strength of the ays tow lies in its use 
of tho work booklet to record actual observations of signifi- 
cant behaviors r*s the* occur. It ia, in effect, o comprehen- 
sive graphic rating scale of the descriptive typo with tho 
advents, oa inherent in such a device, domaaver, t.e? booklet 
provides, to a connldarabla extent, for rating on the spot as 
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tho behavior occurs, thereby eliminating the errors Jus to 
tha froiltlofl of human «no ry and e*curin w a rutin/ on tho 
fins basis of actual observed behaviors. 

Tho designers ha*r« raportad a split hnlvo® reliability 
coefficient of + .89 u iiv» 334 ratin ;* divided Into equivalent 
helves. hen corrected by tb© r pee man -i rown fornula tho re- 
liability coefficient been * +.94. This ia tho highest f# li- 
ability coefficient for s rating device which tho writer has 
found reported. 

Other* advantages of thia ey -bo* include: 

(a) Limitation of the ratin w to qualitiaa which cannot 
be dotomlnad rsoro accurately by no • objective oonta. 

(b) A design >hio‘ permit* quic. and ob: transfer of 

the iaftsmation accumulated in too booklet to the "ating eheat. 

(c) The rating *h«*t Is designed to pre-out tne , ark- 
irra In an analytic and ear 11/ underston ‘ablt form. 

(d) Provision Is sale for • general overall cvsluatlon- 
al statement. 

(o) Provision is also nnde for a a bate, vent of tha rat- 
es * a ppaciolty, 

(f) There is provision for- f arsis 1 delete t Ion of the rat- 
in.; responsibility. 

(s) And finally, there is provision for the review and 
intlors rsent of the ratings. 

Chief OKcvag the disadvantage a of the s.»ut*».i ia fisc ob- 
viously unwieldy procedure of the rater* s atter.ptln^ to keep 



um 










v« m» } 

^ w* u) 



103 



current o work booklet on one. of hia officer auto or iinctea. 

It I» not difficult to believe tivafc, lu actual practice, the 
booklets ere relegate! to the senior* a desk drawer to bo pull- 
ed out fro: ti «e to time and bron ht **up to !ate f * by the pro- 
cess of recalling incident, to record, Although this practice 
undermines the plan to o considerable extent, it is probably 
better than the technique common In nost rating plena in which 
the rater aits dov n once in tliree months or six months, or what- 
ever the rating Interval &«;,/ oe, and attempts a judgeeient baaed 
on whet ho can recoil of his observations of the rntoe durin.., 
the int* rvsl since the Ip at rating. 

Other dlsadvantsfee of the ton are: 

(a) There la no provision for shorinj the ratee his 

rat inn, 

(b) There la no provision for certifying to th*» ratoe 
that his rati iv «*f * Joan eu^, .ittod to headquarter* • 

(c) ?h* rating Turn is not \c Ii*ned to trk<- r •ivr , nt n v ;o 
of uo lern machine net .ods of • coring, sort Izi tabulation, and 
evaluation, 

(d) The system doea not provide for rating the raters, 

(e) The aya ton does not Indicate tie kinl of experience 
with the re toe which the rntot has used as a basis for hla judge- 
ments, That is, ono cannot tell fro. the ratify ihoth-r the 
rate© was observed only In n school situation, an office sit- 
uation, or in an operational po- iti on, 

(f) The rating procedure and the for\» :.» r h< no silo* «-nco 
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for the liffer-nca in duties on! qualities required of offi- 
cers depending on whether the;- are of the Line or the staff, 
or « he the r t hey ere s r , /retaliate within the e entogoriea. It 
is possible, bo's ever, that t”e inve* tl ;»tors, In chooeing for 
t 1 © iteais on the rn tin serle ir their .ori booklet ” . . .Inci- 
dents of he* effective end ineffective officers h» l acted in 
p&rtieular allltery eituctione , . ,” 14 h*ve eutoun ticelly ac- 
counted for difference!} in the duties r>ni qualities required 
of various officers. 



Tho Voriae Corps 
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0" T • " -T ‘ /h ro IT v lOV'n in Appendix H, is 

th© briefest of the four ailitrry irtin .'©vices, r ’h« face 
of tue for**, provides spcco for the usual bio r? klcel data 
end px*e rents a fe v brief instruct! ms to tn* rater, 

Delo these in truvtion* i# • rnpUic s-sle * hick lists 
the principal dutie of » Vrri.no officer in general terns with 
provisions for tin ovnlunti a ratin on each. The poa ible 
julgewmtt. reng© frees ,,? Jnaatief actory” to " Outstanding” . 

Turning to the revert* aide of the sheet r& find n se- 
cond graphic scale de-ign*d to measure certain attribute* con- 
el !ere\ significant, includin' "lhyeicol fitness” and "Intelli- 
J etic§” , This scale also requires evaluative judgenents rang- 
ing fron ”Unaatisf actory" to ” Out a tending” • 

Following the acc.nl rat! scale ore several question© 
intended to elicit lnfoirsrtion a* to the followings 
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(a) Any adverse temperamental, moral, or physical char- 
acteristics which the ratoe night Lave. 

(b) Any other derogatory Information which the rater 
m»y ha.* on the rates. 

(c) The rater* a attitude toward having the rate* under 
his command in wartime. 

(d) The rater* e aetimitc of the ratec's '’General Ywlue 
to the arvice". 

There U nlao apace for any additional pertinent inforsetion 
or cormont not covered el aether© in the report. 

Analysis . Kecently the Ueod^uartera of the Marine 
Corps began e project of re*esi‘ch,^® 

...dealing; with the revision of both officer 
and none ond onioned officer fitness reporta 
with a view to improvement of those currently 
in use. 

Proceeding with the portion of the project concerned with the 
officer f itnosa report, the Investigators constructed six dif- 
ferent type* of rating dovlcca baaed on sample rating forsas 
end information obtained frees the other three military services 
end frou thirty loading comrcerciel concerns. Using those «lx 
device a end the official Marino Corps fora, comparable ratings 
wer* obtained on a population of S7G Marine officer? of vary- 
In ranks with EG8 other Marine officer* of varying rrnks act- 
ing as rater. , The project plans call for correlation of these 



rntin-s with buddy ratin^n of the 576 subject* as o criterion. 
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The ro.ultr, when t .t; hecot;© available, • ill likely prove to 
be tin interest in r»ni valuable contribution to the store of 
Lno'l«l & i.. this field, 

value t! on. Until such tine « the fin ’Ln^c of the 
study deacri cd abovt beccn© available, evaluation of the 
lie r Inc C o rp 3 fon rust proceed largely on o ha. is of a consi- 
deration of its design. 

The most noticeable advaate 3 of the l’om in its brev- 
ity and the oe;i& ritl* which it cun be filled out. This brev- 
ity is r.r tched b„ th succlnetnos of the Instructions to the 
rater, Other pood point, of th* for* are: 

(a) It hi th f 3vtnt<i« Inherent ir. a jrr ,ul« scale 
in that the esi.eaoraent of the rateo is Ifcenised, showing his 
st rone points #*n-* his • '•hne *oec. 

(b) It provide for n general overall e veins tlonal 
statement by t; * rat or. 

(c) It provide for the re/& t of pertinent information 
or co scent not ether* I covered. 

(d) It provide' for on in .lection of the rntor 1 a atti- 
tude to* ard having the ratee under his coni and lurin,, ser- 
vice. 

Turain attention to the shortcomings of the for-., • © 
fin*? that: 

(a) Tho graphic gcoles on ebbrevioted an 3 contain oval' 
uativ rather th* a descriptive torrs to indie te the varying 
do *ren. of posscaaion of a trait. 
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(b) ?!:*. trs.lt.. or equalities on thu jkcIu; <*:v not suffi- 
ciently v •» 11 defined* 

(c) There 1- .*o erd provided against the ic.Io 

effect « 

(cl) Got- grit. Liu ov.filo Include.* w i y steal fitn*. s.?.*' and 
M Intelligence** excon,, the qualltie; to be rated, u violation cf 
t be principle that quolitle. *UIch can le .-.ore tocuretoly do- 
t^rsilned by .o*o objective uetma should not be lifted on riling; 
so lee* 

(o) Tue fur- le not d# binned to j.< r. It rapid nr*J accu- 
rate scoria , tabulation, rad evaluation of the ertfi i >2 nodern 
j-vschlae »> thuds* 

(f) The fur- duet, not require thet the tx be clown 

t«. tn- ratw« «». tL&.o Is no p, u-vieiun fc» eeelefcliiu tlu> rater 
in prepr.. in^ for uuch .'a intcrvic » 

(g) Tin retiu^ procedure dc#a not _ c Ido for the rat- 
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la br tiw shorter *Iih t* ^ .. o. t. cun. lot- bnoaledtro 



of th- rate®. 

(h) The rating procedure ml t'*- fora .chr no provision 
for tbv 1 Jlffe once in duties end required of officers 

dependiut on whether they eta of the Line or tie ' tuff, wlteihrr 
they art specialists - itbia tueao categories, or bether the y 
sue ir. school or rr^s^od in the dutie- of fcneir ro'-p&etive 
ala*aif lC‘tlo»e. 

(1) The utin t procedure xn\. t no provision for either 
the vorc&ln^ of the ratings *^ilc by eefsvul re*. ere or tke 
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review at higher eelielona of rat Inyo -CuO Si, lo’*or levels. 

(j) Finally, the rating procedure r.iu.*.ut} no provision 
for certifying, to the r lee that ala rating ha* boon *ubmittod 
to headquarter.*. 

SlftE SflMX 

Fro:, the preceding description arid discussion It is 
evident tl at the levy’s fitness report f orj. it jane rally ’.un- 
sati.-f setory. 'he /my*;, form Is t uporlcu one '<nl is the 
-ioat extensively iei.ted of the four. Its prlnclpsl disud- 
vantage lies in th«? fbao..c<3 of any provi I*n f or acquainting 
th • rcteo 1th L..* detail^ of .^is rating to el 1 .1. in coif 

i.iprover-'int. Tho for us»*d b„ t.i» /.ii’ Fo.c- ap^c >r» to hnva 
considering "ru.e validity" n.^ li ni cua... 1. of th:. Lo. t 
type of ^reqd.lc r? t ln w *efle. It possess, c th- edded w ood 
feature of s prevision for 8jct*^ustiain u th rebar* ■ observa- 
tion cf the rater to e trailer extent tVn 1 usual in rr ting 
systena. hor-aver, the * ir orce «y. t . «u.fi . from caJ^Oi— 
aor-enosa in uae. The chief advantage of tire Marine vorps fora 
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Chapter 1 



concisions 

From tae for«goIn w chapters of description and discus- 
sion, certain conclusions way be drawn retarding the field of 
service rating in general an 2 the design of an Improved Havel 
of fleer* a fitness report in particular. These conclusions nay 
be susassrisMM? briefly as follow*: 

j i 

(*) Those in authority cannot eliminate the need for, 
nor escape the responsibility of assessing, either at inter- 
vals or siore or lean continuously, tho value of their indivi- 
dual subordinates. 

(b) In the present state of fcVw science of psychologi- 
cal aeftaureaont, dependence must be placed on Judgement in 
achieving these assess .onto. 

(c) r hen assassin exocutlvea and Koval officers, tho 
dependence on judgement is nocosoril; greatest due to the 
non-sriatenee, to a large extent, of objective measures of 
executive performance. 

(d) Hunan judgement is a complex product of ma ny subtle, 
mutually interacting influences and, unices it is -rather firm- 
ly founded on objective evidence. It is certain to be a vari- 
able entity, characterised by considerable inaccuracy. 

(•) Lacking suitable neena of obtaining objective evi- 
dence, ».e need s one method of systematising judgement end con- 
trollin , or minimising ito weaknesses. A concurs! trnt need. 
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which i. relatively 
for record!:.,, :c nt / , 



fl'l, 1 — -o\i -.la., of u levl co 

therc-v o ;ui.Ii.i w mpendeue* on un- 



r liable *io.»ory « 

(f) Uadiet&yed b„: t.»«. dif ficul t • of the pro-jle.,, !n~ 
v©tti_ntor8 has? r-o-i^ t oim r ©tic«:ll_. for rs rou f ; of .;*-fcr& 
(at least since toe locin u yea.-:* of thi »»in t**enth cent *r v } , 
ft *•’ ar* continuing th a. *»rch, fo » r»ia.i of coatx ollin w or 



:»ini is in 



t..o v .arias of Lio.jjn Jud y ioht in at»rvico rat in 



(g) "ach Licarus os hsve been deviled for this purpose 
have boo:, onl; partially •uccoasful. *hi» l* »«*rhapa due to 
fi'lluro to fllto; out of tho rvflt ction therein of 

tlie p»*r£5^n<-lit; of th* -attr. It * 111 »r «• s ;.*«.> r#-’ that the 
rft-ei rx.-’.t the rete not t> . t. •• t . i. *1 4U> ft .» | urcolvog 

t !• rrteo to be. 



(h) It appear t . ■ t f urine ’ I. ) ov *•. u. of {.export! me 
r»u<t a alt fuaccae i.., (1) f rrr al? cl .n rnl r if I option ef 
objective criterie cf r-cutiv p*rfu:- ifcmto *ud, (2) the do- 
velopfxent of a • .olo nc- theoretic#! bc^Ls, A: . * t . .«d hv 

Fionejen.^ In Us* - anti c, Lhc best feaiurti of the m-isl- 
iny & w t . ehould bu a ed, Lth full re dilation of their 

11 itatione, since any tool, even *u i-xperfect one, la hette: 
ih«»n none. 



(I) 1 ach of tha syatotv. of service in 

co j.on <;< tu .a, mu. it - eJvant* b «» ami ♦ iaadveute^tn. * 

( J) fhe „o*t pronieiu*, possibilities i»t types, of a no*, 
ucv,- officer’s fitness ort fern ej.p«ftr to t ^ forced 
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cliOic* r rt ti-i^ &u . t. ?rcb t check lid device, r Ifchc t;h 
neither ha« hoe.. t«.st« 1 c oncluelvelp a^einut «, > v* hie rpt~ 
inj acole of ou^oric: design. The forced choice fora ceer.3 
to a jsosiv rouii. trnt to re tor’ .• Liao i ni halo *uilo i,Lo chock 
Hat no tic i i^nod h; i’rchst i* . .~r< ,-ucce jtsfui ii-. k! ievin.j r.n 



a.- ro,.i x Laly nor.xl ‘ijtrih,*tion of ocorc. . 

( Ic ) The.c &ru ccrte n c-.trc fcoto.ro. * .ic mil-. Old . c a 
prrt of tho r tl..^ a^. le if it it to * v. co»pli»h <?nch of its 



ob jyctivo.i. 

(1) /. f e « of the.'* f j'tUit ' rc> loco p^tibl© in that 
inclusion of ona of then ’ 111 ietrfct w: e*rhct fro..» tho effec- 
tiveness of another. for ©xou/lo. It i' ic Iraki .» to a. ait 
frc*. th • r* ti.* a f-r w tL- ..r , for «co.’in w ii; or .op to ieny tho 
r tt. r irkT Croatian rit.. ■ *icn no .\cy control t‘ overall nerk 
1© ^Ivor. (tuck cencfifl. *nt it funds • at" 1 to '.he 1 creed 
c *oico *'/ ton.) I'ut » hc.i a. hr rod senin^c of the ratings 
arm thu* withheld, ir.po. t» ut iaf orssfci i^a *dch both rater 
fir.!. rtto«* should Uvc ia kept fro- thv-i tn ' the value of c 
post intirvic.- iu recti.. reduced* 

ith tie..© c one iuoi'nti one in .ini, it is proper to cai- 
vcnct to t*'C pro’ leu uf L -proving the, ratin w j t- i in use for 
ofeluf tin w l?av«l officer perfomimce. 
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F/.KT III 
Chapter 2 



nr c uKir.iT da ti ok *? 



First Lee ansae mint ion 

It has boon concluded that the aost promising possi- 
bilities os tyjcs of a no- Ilavy officer's fitness report are 
the forced c-.oice rating end the ?rob«t check list device. 
h third, perhaps a one what less encouraging, possibility is an 
lap roved graphic ratin’, scale incorporating ell the rococsnond- 
ed feature for increasing objectivity and resistance to halo 
and rater's bins. 

t* stated in the preceding chapter, neither the forced 
choice device nor the Probst check list is clearly the better 
in all respects, end neither has been tested conclusively 
against a graphic scale of superior doslgn. 2t is recomncnd- 
ed, therefore, that the l ureeu of Moval Personnel experiment 
\ 1th a scale of each of the three typos especially construct- 
ed for its u».e. Vhe three dovices should be tested simultane- 
ously for reliability an I for validity ajeiivt improved crite- 
ria nxui usim in both- teita the largest practicable populations. 

The improved criteria should ue derived fron a proper 
combination of cuddy retings end other pertinent Information 
regarding the rntees such as the noralo and attitudes of their 
subordinates, the ef focti veneos of th« organise tions % hieh they 
heeded, (as dotorainsd by the mo.' t objective meenn which can be 
dcviocd), etc. The met hods to be employed in Isolating and 
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collecting this information and in achieving its proper eonbi- 
nation are beyond the scope of this thesis and csnaot be dis- 
cussed here. Suffice it to say, however, that the Importance 
of tho criteria ia so "re t that no practicable effort should 
bo spared in currying out this phase of the project, 

Pom 

Tho administration of officer personnel in the Havy I a 
such that, although in some cases, initiation of administrative 
action may take place In the field, final authority rests in 
tho Dureau of K»v#l Personnel. A fitness report designed to 
. ive only inf ©relation for ouch final action aC^ht very well be 
of the type which conceals the true nature of the rating mode 
upon it fron all who do not hold the scorin'* key. 

However, na discussed in Chapter 1 of PAST I, the effi- 
ciency evaluation lias additional objectives. It will be renen- 
bered that supervisor improvement is on* objective, Improvement 
of the I’fltee Is another, while aidin^ in the naintananoo of 
norele end discipline completes the Hat. Max Imum accomplish- 
ment of th® first two of those will require that tho rntinjj be 
in o«o easily undoratood finely tic form, whereas an overall 
eco^e nLjht be satisfactory for the lent ncraed purpose. 

If either tho check list or the irapro /ed gri hie scale 
proves to o th# oet efficient, end conseque .tly 1; r : opted, 
tli* requirer.ont for a display of the rates* e qualities nontion- 
od above will bo not. Tho forced choice for* however, would 
not provide the desired display, "hould the forced choice 
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rating be adopted nevertheless, provision should be made for 
an additions! rating, for purpo.-ia* of analysis, on o graphic 
acnlo which the rater could sho* to the rateo end discuss 
with hi*. 

Second hecoinraendatlon 

If tho first re c QKr*e n d a t i o n is not feasible, the less 
expensive (and also loss conclusive) plon recently employed 
by tho Her inn Corps, an! deccrljed herein, should be followed. 
The rating devices of the Away end the Air Force, suitably 
edited to eliminate obviously ine >pllcable items, should bo 
tested with en improved graphic scale against inprovod cri- 
teria. The no t affective device from this tcs»t group should 
become the new Havy ofi'icer*s fitness report. 

Third Recommendation 

Lvcn if it is impracticable to consider altering tho 
ba*'ic features of the present rating sy ten, it would be a 
distinct stop for erd to prop 1 re rmi j,lace in service an in- 
proved graphic ccala. It would ho essential that limited 
testa to deter. 1 no reliability be performed but the require- 
ment for validity must bo mot by giving tho scale maximum 
fate validity luring design and construction. 

Fourth H® commendation 

No matter what the final decision may bo regarding rafc- 
itV., devices, a definite rater training program should be esta- 
blished as soon as practicable ss a permanent pert of tho Na- 
vy* s oducationsl sy tom. In this enso, na for the introduction 
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of a now rating device, tmxlmim benefit will accrue fco the 
‘ ervico only If t ,o initiation of the proi;p«% le preceded by 
e careful pro. ctlonal procedure designed to gain acceptance 
for the training plan. 

The material to be taught in a rotor training program 
hso been discussed in an earlier chapter, I-.ator training 
courses offering this kp terial should be Included in the cur- 
ricula of the U. S. Naval Acodcny, "iho U. b. Ifsval fchoola 
(General Line) at Newport, R. I, and Monterrey, Calif., and 
the U. S, Naval HOTC units nt civilian collof.es and unlverei- 
tiea. Instructional pewphletn should be prepared and circu- 
lated to other Naval activities and, if funds perait, o train- 
in movin** picture film should be produced. This fil,. would 
be particularly effective in dramatizing the cycle of, (1) ob- 
servation of the rate© by the liter, (2) recollection by the 
r»ter, at re tin; tine, of Ma observations, and (3) transfor- 
mation of those recollections into marks on the rating blank. 
Ot.ior aspects of the problem such a a tue benefit to the •-orvice, 
and tho fatten, afcich ill! result from careful and conscientious 
nnrkln^ en 5 tho harm to the '’ervice, and the Notion, thick will 
v ilt from improper n r rklng of tho ratings co .Id be emphasized 
in a film. 



Subsidiary hoc ott a© nd nil ona 

The do signora of a rating form for Navy u*-o ohould take 
cognizance of certain onoral consideration* which arise from 
recognition of the principles of good service rating design and 
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administration which % ero discussed in Chapter 2, IV ’*? IX* 
xhc proposed uctioaoi zegurding the r.ore important of these 
factors ere offered in the following paragraph* as sub 1- 
diary recosa-ondations. 

InforsaaiioM to he elicited 

The discussion in Chapter 3 of ? \? II daserl od the 
difficultiea attendant upon the determination of rhst leaders 
do, or wnat is score inport<..t, of hat aspects of a leader’s 
behevlor ore significant on I art? therefore oojecto of inter- 
est on the part of hi' {superiors, The Ideal officl ncy eval- 
uation devle wo -tlti be designed to elicit inf ora* tion on thoeo 
significant behaviors, i »«_alo items would be chosen accord- 
ingly. Selection of tiio Items Is a r - tter of jul*. •‘tent on on 
c priori basis end, epparently for aorw> ti. as to go. e, uust 
regain so. 

Authorities In th«.a field *r® unenlrous in the opinion 
that t.i« items used on a retin scale shoul i b* chosen f ron 
luaeng those costpo&ed b. men who ill later use tht* scale in 
rating tueir subordinate. . This sppli©- no • tt or ' bother 
the projected device will be e graphic scale, a c .eo‘i. list, 
or s forced choice it ting for • The assumption* .per. «*< ich 
thio view la based are, (1) the incedlato au, riors of the 
ratees cro In the be* t position to kntr “Let behaviors rro 
significant and, (2) ho via,.. participated in its design, the 
rater will Up y more res set for tha rt tin device tni will 
UiS it ’-ore carefully. *o e: r. 



even though the a ecif ic itana 
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should bo obtained fro t^t suggeetion* of the rate guid- 
ance may .. o furnished them bv specification of the creao in 
which surest ICIl s arc desired* 

significant ar as of information* The rao; t Important 
of the significant oreas of Information ore, (ft) leadership, 

(b) performance of dut^ , (c) special qualifications, and (d) 
appearance and general contact* In addition there should be, 
(1) a Hat of standard situations In which the rater r.uafc in- 
dicate the extent to which he oul 1 place dependence on the 
rates, (2) a spec if loti difficult situation in *hich the rotor 
should Iiiiicnte hi. attitude toward hav in 0 the rateo sorve 
vith hin, and, (3) a apcco for a ^enoral ©value tlon*! stoto- 
j*ont and citation of any pertinent cojui ondotory or forogfttary 
materiel* 

faking a cue frvt ha v al Leadership^ wc find that in 
t. e leadership oroa important iteua oro loyalty up end down, 
moral and physical courage, honesty end fairness, common sense, 
pool julgo’ient, confidence. Initiative, tact, self control, 
humor, modesty, enthusiasm, ability to delegate wisely, to ce- 
t»hllih communication up aui down, to plan, to implement plena, 
to f.,ntrol operations, and knowledge of other principles of 
good organisation and rcnnag®'iont. 

There will bo : uch overlap ;©two©n the leadership end 
performance of duty areas but the latter should be included 
nevertheless. It will provide p ut en of iv rkin*, officer/ ho 
losy happen to be serving in positions requiring s inlwnl dia- 
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piny of loader il;ip q .ell «ln: , Initiatin', ability to plan, 
tu i. plo.-.ent pi ns, to control operations, to lei:- eta vrina- 
ly era important qualities. Others or. enthusiasm, perse- 
verance, accuracy, thoro inline as, conaclentiouaneea, %nd re- 
6 out c of nine ss. 

'Oho up© del qualifier. 11 no section wo Id u© intended 
to record any spooiel aptitudeu cr ebilltl**«s which the offi- 
cer ul^hfc ■ dovaloped but which probably uoald not be on 
record in the bureau of Me ,su rereennel, huch thln^e eg a- 
deptnsjas st ship Lendl in*, o. or^anluiiu fix 5 treinSL; run. crewa 
axe important to record but ere not so treated usually, 7he 
final er» a eov*>.?.* per anal :*rk tna ss rrW tb*t rf»* eoneV 1»* sttcrx- 
ticn to euell dot-oils of regulation a e.n 1 cu* to*a« which are one 
of the distin^uiehiiii, n.srk? of the excellent officer. 

Tike superiority of tnc descriptive* ito^s over t ho ©val- 
uations! Las boon . ointe .1 out. .ccaufte of t.iio eupurlority, 
til item should UK cua.it racto 1 to do tribe t»> behaviors 
which * 5.11 indicate the presence or «b tmeo of tne various qua- 
lltia involved, 

Specificity of Re tin” bevice 

Closely :*elated to the subject of the significant areas 
of info -nation to no covered, is the question of whether s 
single ravin , device can cover adequately all tun important 
qualities whicu rau.t be possessed b/ tne officer corps of a 
no lorn r:a ?y . Included in thra £»roup of uen, one will find in 
addition to IL» general line off let r (executive ) , o long list 
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of specialists if* various technological fields, in cossriunlca- 
tion, justness end supply, law, the social sciences, end in 
nedlclno. la the sans© that «ii Kaval officers arc executives, 
they tvuat bring to their duties certain f und»-*i©utol character- 
istics eowjbon to sll branches. Ko-ever, each of the special- 
tiou listed above requires also « different aggregation of pe- 
culiar knowledge a and skills, end perhaps attitudes to rone 
extent. Tut in considering the *casure.,ient of theao special 
qualities, one finis that h® h encroaching or. th© fields of 
intelligence tenting, end aptitude and achievement testing 
where ~ervl.ee rating has no place . 

There is no satisfactory answer to this question. Au- 
thorities r^ree that a rating device should h« designed for 
the specific group which It la intended should be rated by it 
and they advice that several different foma nay be needed to 
rat * t..o employees of a single eonnercisl f im. He c online nd e 1 1 on a 
regarding toe specificity of the executive ri ting foru are not 
so unequivocal, however. This is *.ot surprising when one re- 
calls what hss been said in Chapter S of fART II concerning 
the lack of information a» to '.Lot aspects of an executive's 
performs nee arc significant for the purposes of evaluation. 

It is probable therefore, t..ot a satisfactor/ answer 
will not be forthcoming until the findings of studies now in 
progress beeo e available. These findings may reveal differ- 
ent® s (sa well a a similarities) between tin. behaviors of gen- 
eral lino officer* end the various categories., of specialists 
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of sue! uognltnde that tic d®.‘i£u or vyeclal rat la/ lslr*rl:a 
fur f;ec‘ ill > e seen s* clenrl; necessary. 

fhree of the four .Ilitnry ratio : devic* . vhic> Ivvo 
be*”n er.Rroined k' so - rttaspt to •&gu v% q • rrtl--*/ In the 
officer’ Tl-.i f festur* shoM l be retnlnod *ivi ox- 

ponded in scope In th ae fcr*i, insofar a a biJ^efc^rj con i- 
deratien ’ill I'y, .’•Asian, -ij.t eccoupli i hr, 

(1) -.levlnln^ a jr - ic rattn for: for all office: • to be fc- 
co* *•’ niei by special ratio,* forsa* for certain cl^sfia of 
*p**ci lints, or (2) b’ ,Iv"n -,o yp c> oa the in 0 le ever- 
ell for* to s 1* script!. - n of -"ad rating 1.* <> specialty. 

If t'e pirn fo vs ■ htltlonM .* ciallst re tin Monks is 
a ’o T >t®d, the specialist officer.- nijht b. ^rouyod *eti -foe- 
torily fo -stin purport* into, (1) tcchuiolo :lcnl vt scl- 
ent J X‘ ie «peciali.its, (2) buxine? *n] •up|>l" spool liata, *nd 
(L) fo lict 1 f?nl T'siital officers. 

Inf omv.'tion to be rxclnded 

As previously ’i cu-sod, quMitio Wj * detcr- 

air.i ■! h;, ’ or* objective .ostns .ihuald not be rumoured h, lifting. 
Moreover, becous” of the iu/ortface of Uniting the lonjth and 
co of the forta Thei’e*or pos.- ihlo, Itons which ro quire 

er.trie. that do not contribute infer ation of value in reach- 
in ari a a *e assent of tU»* rates «hould be omitted. 

Length *rs.J Couple ity 

?be question of t. s length of tl,« ratio, fori , th* num- 
ber of it*;. a on it, *g di cashed in Chejtcr 2 of PM? II rrLere 
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roli»..le, Ilosev^r, • * *e*itl_ne;i thc.-c, 
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AiPXJOIX. A. 

Evaluative Typo Graphic fcalo 
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vorxxn DV'7-.VlVr^K "CAL: 
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Traits J 
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Liy.ost : Kaxt 
10" ; 2 Of 


■Ilddl# 

40/ 


• • 

Ilejtt ; Lowest t 

20 £ : 10;. : 


Intelligence 
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• • 
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Initiative 
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1 4 
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» * 

a a 
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Leadership 
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oxer. li 



AL 



Instruct lout* to i-ator: Choc;. only thos-e st« o*j,ontA ar.onc; 

the following whic;i applicable to ti rnfceo. 

: : Is quic'.: to to .o tua connect action ..on it is 

needed. 

: : Is resentful of construe tivo crltlciarA. 



t Cpu be trust©*! to csrr out c»* ignt ont: to best 
of Lia ability. 

: la frequently la to to work. 



T .©quire • constant supervision. 



(Report on Officers under U. S. Navy Regulation Circular No. 86, September 10, 1891 A separate blank to be used for each Officer. ) 
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Report on the Fitness of Officers. 

'FORM A.' 

///ttr . . . , 

J&. . ( //f/ftf/ttfA/ttf/ ^A. 

JfAtzAff/t tt tAt/Ay. 

coi'tJtf/ rfy Arf/j Seyttr-jA. y'/oz/t . /S 

Az , ,S . 

1. Ability to command 

2. Manner of ]>erformin*r duties. 

3. General eomlnet. 

4. Sobriety. 

5. Health. .. . 

0. Condition ami efficiency of command. 

T. If any special duty bus devolved u]m>ii him. state its nature, ami bow it was performed. 



8. Remarks. 



crtAyy /// /u /f< f A/rzA -4/ A /v A/tt f//Aff> ///tfftt //tfff/f fttf Atf/ fez/*/ 

tzztyjfzfAzrz/, zzzttA A/trzA ^ At zzrz zv z/zz/zzz/rzrzzAezA tz/ytztf tr/A/t /ztrttAzvzt, rzi tA/ft rA/ 1 A. 



Cuimhj. 



, U. s. X" 



Note.- U nder •• Remark*." refer to any Hj>eclal report* mode in accordance with Par V K'-unlatlnn circular No. art. w ithin the tM-rlod covered 
hy thl* rep<(TL 

Anwwer* to unerle* from 1 to « liwimdve *ha1l l«* either ■Excellent, “ •'flood." 'Ttilerable.- nr ‘Not and nm*t I** w ritten liv the onit-er 

•timloif the report. Should t he an*wer to any tjttery t>e Sot ir.«*l. or of an unfavorable nature, the rea«ou- for «in l» an*wer full'd Im* clearly *t«teii. 
and ai-npy of that portion of the report fnrnUhed to the ofth-er coin erned, who *hall tic grunted a reasonable time to prepare Mich written statement In 
reward to It a* he may dewire to make which «tateinent <h»ll l»e endorsed and forwarded with the report. Should the oitt< * r tnU denh'e to nm'<e a 
■slutemeid that fact «hall tie Mated 
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12. To wh*t degree has be exhibited the following qualification*? (Each lioe Is divided into four main divisions, with a definition below 
each divUion. Consider only the definition below each line which accurately fits in regard to the subject. Having decided which 
definition U moat suitable, place a check mark at the grading along line to which the person being marked ia entitled. A check to 
the right of the double vertical line will be considered aa an unaatiafactory (unfavorable) report.) 



> 



Intelligence 


1 I 1 1 


1 1 1 I 


i 1 1 1 


1 1 t 1 


(With reference to tba fac- 
ulty of comprehension ; 
mental acuteneea.) 


Exceptionally quick- 

witted; keen la under- 
atandlug. 


Graapa essentials of a sit- 
uation quickly. 


Beadlly understands nor- 
mal situations and con- 
ditions. 


Blow of comprebonalon ; 
unimaginative 


Judgment 


I I 1 


1 1 1 1 


l l i i 


1)11 


(With reference to a dis- 
criminating perception by 
which the alum and re- 
latlona of things la men- 
tally aaaerted.) 


l nuaually keen In eetlmat- 
Ing situations and 
reaching sound decisions. 


Can generally he depended 
on to maka proper deci- 
sions. 


Good Judgment In normal 
and rout! no things. 


Poor Judgment ; draws 
wrong conclusions. 


Initiative 


1 1 1 1 


1 1 1 I 


1 1 l 1 


1 1 1 1 


i With reference to con- 
atrnctlve thinking and 
resourcefulness ; Ability 
and Intelligence to net on 
own responsibility.) 


Exceptional In ability to 
think, plan, and do 
things without waiting 
to be told and Instructed. 


Able to plan and exacuta 
missions on hla own re- 
sponsibility. 


Capable of performing nor- 
mal and routine duties 
on own responsibility. 


Requires constant guid- 
ance and supervision In 
hla work, or wades 
res pe nal bill tics. 


Force 


1 1 I' 


1 1 1 1 


i 1 1 1 


1 1 1 1 


(With refereoce to moral 
power possessed and ea- 
erted In producing re- 
aulta.) 


Strong, dynamic. 


Strong. 


Effectual under normal 
and routine circum- 
stances. 


Weak; with little toffee*** 
over others. 


Leadership 


1 1 1 1 


111! 


.1111 


1 1 1 1 


(With reference to tfao fac- 
ulty of directing, con- 
trolling. and Influencing 
other* In definite Itnaa 
of action.) 


Inspires others to a high 
degree by precept and 
example ; will alwaya 
havo a following. 


A very good leader; at- 
tracts subordinates. 


Lands well, but has hla 
limitations. 


A poor leader of men ; 
falls to attract others; 
does not Inspire con- 
fidence. 


Tact 


1 1 1 1 


1 I I 1 


1 1 1 1 


1 1 1 1 


(With reference to the fac- 
ulty of being courteous, 
lonslderate, and aenalhlo 
In dealing with others.) 


Adaptable and courteous 
to a high degree. Can 
be relied upon to handle 
delicate questions or sit- 
uations. 


Adaptable, courteous, and 
successful In dealing 
with others. 


Seasonably tactful. 


Irritates; creates friction. 


Cooperation 


1 1 1 1 


1111 


1 1 1 1 


1 1 1 1 


(With reference to tha fac- 
ulty of working harmoni- 
ously with others toward 
tbo accomplishment of 
common duties.) 


Exceptionally successful 
In working with others 
to a common end. 


Works In harmony with 
other*. 


Beeponslv# to leadership. 


Obstructive. 


Loyalty 


1 1 1 1 


ill) 


1 1 1 1 


1111 


(Fidelity, faithfulness, alle- 
giance, constancy — all 
with refeeencv to a eauae 
and to higher authority.) 


Unswerving tn allegiance ; 
Trank and hoc eat in sid- 
ing and advising. 


A high sense of loyalty- 


Faithful In tha execution 


Hypercritical; dtortatnfaL 




of his duty. 




Attention to Doty 


1 1 1 1 


1 1 I 1 


1 1 1 1 


fill 


( With reference to tb* fac- 
ulty of carrying on all 
work In a thorough and 
conscientious manner.) 


lias an exceptionally high 
standard with reference 
to devotion to duty. 


Attends to hla dnty In a 
highly satisfactory 


Satisfactory attention to 
doty. 


lac lined to defer or neg- 
lect his work. 


Presence of Mind 


1 1 1 1 


1 1 1 1 


11)1 


1 1 1 1 


(With reference to tho fac- 
ulty of acting instinc- 
tively in a logical man- 
ner In difficult and un- 
forseen altuatloni.) 


Exceptionally cool-headed 
and logical In hla ac- 
tions undar all condi- 
tions. 


Composed and logical In 
hla actions Is difficult 
situations. 


Logical In hla actions In 
general. 


Easily disconcerted. 


Endurance 


1 1 1 1 


1 ! 1 1 


1 1 1 1 


1 1 1 1 \ 


(With reference to ability 
for carrying on under 
any and all condition*.) 


Capable of standing an ex- 
ceptional amount of 
physical hardships and 
strain. 


Can perform well bis 
duties under trying con- 
ditions. 


Of normal endurance. 


Tires or breaksdown easily. 


Industry 


1 1 1 1 


1 1 1 1 


1 1 I 1 


i i i l 


(With reference to per- 
formance of dotlee la an 
energetic manner.) 


Extremely energetic and 
Indoatrloos. 


Thorough and energetic. 


Intermittently energetic 
and Industrious. 


Indolent; inactive; laay. 


Military Bearing 


i l l l 


1111 


(Ill 


1 1 1 1 


(With reference to military 
carriage and dignity of 
demeanor.) 

Neatness of Person and 
Dress 


Exceptional In carriage. 
1 1 1 1 


Carries himself well. 

III! 


Bearing fair. 

1111 


Unsanitary In bearing. 

1 1 1 1 


(With reference to correct 
neee of uniform and 
smartness of appearance. > 


Puuctlllloua aa to uni- 
form ; Immaculate In 
dress and person. 


Properly and well dressed 
and careful of personal 
appearance. 


Generally neat and correct 
in uniform. 


Untidy In drees or per- 
sonal appearance. 


Aptitude for Service 


1 1 1 1 


1 1 1 1 


1 ! 1 1 


III! 


(With reference to a na- 
tural capacity and gen- 
eral fltnesa for the Naval 
Service.) 


Enthualaattc and excel- 
lently fitted for the 
Naval Service. 


Well fitted and Interested. 


Adapta himself to and U 
acquiring a capacity for 
the service. 


Not fitted. 



REMARKS 

13. Give in this space: (a) A clear and concise estimate of this officer’s personal and military character, (6) his fitness for promotion, (c) any 
duty performed worthy of apecial mention, ( d) also any information which might be of value to the department in making assignments 
to duty. 

THIS SPACE MUST NOT BE LEFT BLANK 

(8m Art. 137 (7), U. 8. N. B, 1930) 



■MU 



J 
















I 
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-.FPSNDIX D 

P33 j-iMT NAVY RATING FORiu 



) 






<- 





t. 







APPRAISAL FOR DETAIL PURP031 



OFFICER'S FITNESS REPORT WORK SHEET 



READ CAREFULLY THE INSTRUCTIONS ON THE REVERSE SIDE 







yzJ 




rin 

uu 







DAT* 



NAME 



(lilt) 



(Cnt) 



(middle) 



RANH ANO CLAQ81F ICATIGN 



FILE NO. 



SHIP OR STATION 



PERIGG GF REPORT (n>o . day. yea/) 
DATE FROM [ DATE TO 



DATE OF REFOBXINQ TO 
PRESENT SHIP OR STATION 



OCCASION FOR REPORT 
| — l DETACHMENT GF 



DETACHMENT OF 



RDOTTLAB 



2 , DESCRIPTION OP DUTIES SINCE LAST FITNESS REPORT (List moat roconl first and describe acturatoly. Instude periods of leave, transit, *te„ alio 
* Jaelude employment of tblp.) 


PROM 


TO 


MO. 


YR. 


MO. 


YIL 











































Hai praent duty thonged tints last fltneii report r>i sabmlHedf 



□ 



Ym 



□ 



No 



3 . 



IF COURSES OF INSTRUCTION WERE COMPLETED DUBJNQ PERIOD OF THIS REPOST. USX TITLE OF COURSE, LOCATION OF SCHOOL, 
LENGTH OF COURSE AND DATE COMPLETED, 



Arc you physically qualified 
for Sea Duly? 

□ v« □ ».. rnPon ’’ 



If Aviator, ImfliaU Ne. af 
Flight Hoon Latt Two yarn 
for Each Typo Alrtnft (Lilt 



TYPE OF AIRCRAFT 














TOTAL 


NO. OF HOURS 

















8EA 


KIND OF DUTY 


8H0BE 


EIXD OP BOXY 



5* 



MY PREFERENCE 
FOR NEXT GUTY 

IS: 



LOCATION 



LOCATION 



SECTIONS 6 THROUGH 12 TO BE 
FILLED IN BY REPORTING OFFICER 



ca- 

ul 



NAME OF REPDRTINO OFFICER 



RANK 



FILE NO. 



OFFICIAL STATUS RELATIVE TO OFFICER REPORTED ON 



IS THIS OFFICER QUALIFIED TO PER- 
FORM ALL HIS | — i i — \ 

PRESENT OUTIESt LI VES LJ NO 



INDICATE MORE RESPONSIBLE GUTIE8 FDR WHICH HE IS IN TRAINING. <1f nans, so itato) 



DATE OF EXPECTED 
QUALIFICATION 



Comment on ipoclsl or outstanding qualifications u wall m uu physical defeats. which should bo considered In determining tho kinds of duly to whleh ho ihould bo detailed. Only comments on 
qualification! (UnlOeant In deUUInf should bo entered hero, ANY COMMENTS REGARDING FITNESS FOB PROMOTION SBOULD BE ENTERED IN SECTION 12 ONLY OF PAGE L 



FOR WHAT DUTIES IS HE R ECO M MEN GEO? 



ASHORE 



AFLOAT 



7 FOB EACH FACTOR OBSERVED CHECK THE APPROPRIATE BOX TO INDICATE HOW THE OFFICER COMPARER WITH ALL OTHERS OF THE RAME RANK. CLASSIF1CA- 
# * TION AND CORPS WHOSE PROFESSIONAL ABILITIES ARE KNOWN TO YOU PERSONALLY. DO NOT LIMIT THIS COMPARISON ONLY TO THE OTHERS NOW UNDER 
YOUR COMMAND. DO NOT HESITATE TO MARK *‘NOT OBSERVED" ON ANY QUALITY WHEN APPROPRIATE NO ENTRY WHICH IS MADE IN THIS SECTION WILL BE 
CONSIDERED AN UNSATISFACTORY REPORT WHICH MUST RE REFERRED TO THE OFFICER FOR STATEMENT. ONLY ENTRIES DESIGNATED IN SECTIONS 8. 9, 11 
AND 12 WILL BE SO CONSIDERED. 



RATING FACTORS 


Not 

Bbterml 


Within 

Bottom 

10% 


Within 

Next 

20% 


within 

Middle 

40% 


Within 
Next Top 
20% 


Within " 
Top 
10% 


A. SEA OR ADVANCE BASE 0UTY 

How does this officer compare In: 
NOTE: ITEM (A3) TO BE 

MARKED FOR ALL OFFI- 
CERS. 


l. STAND IN O DECK WATCHES UNDERWAY f 














2. ABILITY TO COMMAND? 














3. PERFORMANCE IN PRESENT DUTIES AS DESCRIBED IN SECTION 2, ABOVE? 














4. REACTIONS DU RIN O EMERGENCIES? 














5. PERFORMANCE AT BATTLE STATION OR IN BATTLE DUTIES? 














B. INITIATIVE ANO 
RESPONSIBILITY 

How well does thla officer: 


1. ASSUME RESPONSIBILITY WHEN SPECIFIC INSTRUCTIONS ARE LACKlNOf 














2. GIVE FHANK OPINIONS WBEN ASKED OB VOLUNTEER THEM WHEN 
NECESSARY TO AVOID MISTAKES! 














3. FOLLOW THROUGB DESPITE OBSTACLES IN CARRYING OUT RESPONSIBILITIES 
ASSIQNEO OB ASSUMED! 














C. UNDERSTANDING ANO SKILL 

How well (Joe* th!» oSTIter: 


I. UNDERSTAND INSTRUCTIONS GIVEN, AND USE SUGGESTIONS OFFERED f 














2. EXERCISE JUDGMENT? 














3. RATE EN TECHNICAL COMPETENCE IN 
HIS SPECIALTY. IF ANY ? (Namo Specialty) 














O. LEADERSHIP 

H*w well doe. thlt elRcer: 


I, INSPIRE SUBORDINATES TO WORK TO THE MAXIMUM OF THEIR CAPACITY? 














2. EFFECTIVELY DELEGATE TASKS AND AUTHORITY T 














1 TRANSMIT ORDERS, INSTRUCTIONS, AND PLANS? 














4. OROANIZE HIS WORK AND THAT OF THOSE UNDER HIS COMMAND OR 
SUPER VISION? 














5. MAINTAIN DISCIPLINE AMONG THOSE UNDER HIS COMMAND OR DIRECTION? 














E. CONDUCT AND WORK HABITS 

How do«» thlt ofllrtr comoir. in: 


I. ABILITY TO WORK WITH OTHERS? 














2. ABILITY TO ADAPT TO CHANG INO NEEDS AND CONDITIONS? 














3, MILITARY CONDUCT-BEABENO. DRESS, COURTESY, ETC. T 















8 . 



HA VINO THIS OFFICER UNGER YOUR 
COMMAND, WOULD YOU: 



□ 



DEFINITELY NOT 
WANT HIM? 
(UNSATISFACTORY! 



n 



PREFER NOT 
TO HAVE HIM? 
(UNSATISFACTORY) 



□ 



BE SATISFIED 
TO HAVE HIM f 



□ BE PLEASED 
TO HAVE HJMT 



□ PARTICULARLY 
DESIRE HIMf 



Q, Considering All Officers aJ the 6sm» RaaW. 

7a ' Classification and Corps, Whose Provisional 

Yau PantaaJIy.j— j 



Abllltias An Kaown to 
Would You Promote Him: 



(Check om) 

UNDER NO 
CIRCUMSTANCES ?p-n 
(Unsatisfactory) | J 



IF 90% WERE 
TO BE |—| 

PSOMOTEDf LJ 



IF 70% WERE 
TO BE | — | 

PROMOTED f LJ 



IF 30% WERE 
TO RE |—| 

PROMOTED ? LJ 



IF ONLY 10% 
WERE TO BE 
PSGMOTEDT 



Oh How many Officers are Included In tha 
croup used for the comparison in 0s7 

□ 10 OB I J 10 TO (“I OVER 

LESS I I 60 LJ 5 0 



JjJ" COMMENT IN SECTION 12 AH Q OIVE REFERENCE HERE TB ANY COMMENDABLE OR ADVERSE REPORTS THAT HAVE SEEN MADE OH THE OFFICER DURING THIS PERIBO. 



14 HAVE YOU ANY ADVERSE COMMENT* TO MAKE REBARQINO THIS BFFICER'8 

’ HaSMe'aNY^ MENTAL B BR A MoVaL WEAKNESS WHICH A0VER8ELY AFFECTS 
HIS EFFICIENCY? 



(~| YES 

□ 



YES 



n 

□ 



NO 

NO 



If yai, explain 
In Section 12. 



UNSAT IS FACTORY. Yes In either llcfn ol Section II 
cemthutei an uniat Isfaetory nport and must ba rrferrad 
to tha officer fer statement. 



17 Giro In this space a clasr, conclsa ippralis) of the officer reported on end his performenco ot duty, Indudlnc eny worthy of special mention, 
merits of onaitlefaetory perform in re, ability, character, or conduct must be referred to the offleor for statement. Statements of a constructive 
qualifications do not conslltuto an uni at Is factory report. For example: "This officer was a mile alow In getting started but Is now making 
present duUoa but has had no experience at act" would not be uai ills factory In nature. 

Cheek one if these boxes — I CONSIDEB THIS REPORT TO B» CD SATISFACTORY 



Include recommendations as to promotion. Any slate- 
naturo which refer to minor imperfections or lack of 
good progress" or 'This officer Is well qusltOed tn bla 



D 



unfavorable 



□ 



UNSATISFACTORY 



x 

z 

5 ' 
© . 



o . 
o 



SIGNATURE OF OFFICER RE FOR TEG ON (ApplUs *** Allans I throufb 5) 



(If additional spate Is Headed attach extra sheet) 



SIGNATURE OF REPORTING OFFICE 1 * 



Has ihli report been j l y ~ 

shown or referred to \ J im 

offiier reported enl q 



DO NOT FORWARD THIS SHEET TO SUPERS 
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OFFICER’S FITNESS REPORT 
INSTRUCTION SHEET 



IMPORTANT INSTRUCTIONS— READ CAREFULLY 



GENERAL INSTRUCTIONS 

The attached revised Officer’s Fitness Report is to be used 
in place of the old forms, NAVPERS 310 and 311. 

This form serves the following purposes: 

1. It serves as a report of fitness for all officers both 
afloat and on shore. 

2. The first carbon — (Page 2) — keeps up to date in Bu- 
Pcrs the Officer’s Qualifications Questionnaire, which 
provides the Bureau with information covering each 
officer’s previous experience and qualifications for 
various types of duty. 

3 . The second carbon — (Page 3) — provides data cover- 
ing changes in the officer’s qualifications and is to be 
filed in the Officer’s Qualification Record Jacket as 
an aid to Commanding Officers and Personnel Officers 
in assigning him properly. 

This form is to be submitted semi-annually for all officers 
and in all cases of permanent detachment of either the 
officer or reporting senior. Special reports of fitness on an 
officer, on the prescribed form, shall be made whenever 
the officer reported on: 

(a) Distinguishes himself in battle. 

(b) Performs an outstanding act of valor or devotion 
to duty. 

(c) Displays extraordinary courage, ability, or resource 
in time of peril or great responsibility. 

(d) Is guilty of serious misconduct or marked inefficiency. 

A typewriter is to be used when at all possible in filling out 
Sections 1 through 6. Since 96 % of all fitness reports 
received in BuPcrs arc typed, the form has been constructed 
for that type of preparation. Care should be exercised that 
the carbon copies are legible if a typewriter is not used. 

INSTRUCTIONS FOR REPORTING OFFICERS 

In deciding on promotions of officers, Selection Boards 
must, in effect, compare an officer with others of the same 
rank rather than with more arbitrary standards. You will 
note that in Section 7 and subsequent sections you are asked 
to do just that — compare each officer with all others 
of the same rank and corps whose professional abilities are 
known to you personally. Please note that the officer is 
not to be compared only with the others of his rank now 
under your command. For this reason, it is important to 
indicate in Section 9b how many officers are included in the 
group you use for comparison. 

In making this comparison, keep in mind that the group 
ol officers whose professional abilities are known to you 
personally (or any other group of people) will fall into a 
normal distribution when graded on any trait or factor — 
that is, there will he a small number at the lower end, a 
larger group in the middle, and a small group at the top. 
With this curve in mind, compare the officer with the group 



and mark him on each factor in Section 7 as falling in one 
of the five brackets — the lower 10%, the next 20%, the 
middle 40%, the next 20% or the top 10%. Do not hesitate 
to mark “not observed” on any factor which you think not 
applicable to the duty in which you have observed the officer 
or in which your observation has been too limited to warrant 
judgment. 

No entry which is made in Section 7 win be considered an 
unsatisfactory report. Only adverse comment in Section 6 
and entries so designated in Sections 8, 9, 1 1 and 12 will be 
so considered. 

An unsatisfactory report must be referred to the officer re- 
ported on for his statement which is to be attached to the 
report of fitness. In any case open to question as to what 
constitutes an entry of an unfavorable or unsatisfactory 
nature the officer will always be given the benefit of having 
seen the report. (See Articles 1701 and 1405 Navy Regu- 
lations, and BuPers Manual Article B-2202. 

The Bureau desires that reporting seniors make every effort 
to show each fitness report to the officer reported upon and 
to discuss it with him, in so far as practicable. In this con- 
nection please note the instructions in Section 12 which 
provide that statements of a constructive nature which 
refer to minor imperfections or lack of qualifications 
do not constitute an unsatisfactory report. On every report 
of fitness, tile reporting senior will indicate under Section 
12 whether the officer reported on has or has not seen the 
report. 

The reporting senior will sign all three pages of the report 
in the lower right hand corner, or will sign the original and 
designate a commissioned officer, preferably senior to the 
officer reported on, to authenticate Pages 2 and 3 in lower 
right hand comer, The officer reported on may sign and 
retain Page 3, inserting same in his qualification jacket, if , 
he is geographically detached from the reporting senior. 

The Officer’s Fitness Report (Page 1) and the Officer's 
Qualification Report — BuPers Copy — (Page 2) are to be 
forwarded — not separated — to BuPers. The Officer’s Qual- 
ification Report — Jacket Copy — (Page 3) is to be detached — 
and filed in the Officer’s Qualification Record Jacket. 

Fitness Reports are to be submitted promptly and their 
preparation is one of the most important and responsible 
duties of superior officers. Failure to prepare them object- 
ively is detrimental to the efficiency of the Navy. If not 
submitted promptly, the rights of the officer reported on 
may he prejudiced. The fitness of an officer for the service 
with respect to promotion and assignment to duty is deter- 
mined by his record. 

INSTRUCTIONS FOR OFFICER REPORTED ON 

It is your responsibility to fill out Sections 1 through 5 of 
this form and to sign all sheets in the lower left-hand cor- 
ner. Submit the form to your reporting senior at the times 
specified in the General Instructions above. Use a type- 
writer, if at all possible' — if not, use ink, but he sure that 
all copies are legible. 



NOTE. For convenience there if printed on the bock of these instructions o work sheet u'hich way be used as o draft in preporing the 
carbonised set. The work sheet to be detached before filling out the cotbonised set and is WOT to be (arwot ted to BuPers. 



APPENDIX E 



ARMY RATING FORM 













t 






EFFICIENCY REPORT 

See AR 600-185 for details. 



Unit Adjutant or Personnel Officer will complete Sections 1 and ill. 
Rating Officer v/ill complete Sections II, IV, V, VI, VI!, VIII, and IX. 
Indorsing Officer will complete Sections II, V, VII, and IX. 



Section 1. OFFICER REPORTED UPON 

Use typewriter or print in ink. Use carbon paper to fill out Section III at same time. See AR 600-185. 


LAST NAME FIRST NAME INITIAL 


SERIAL NUMBER 


GRADE 


ARM OR SERVICE 


COMPONENT 


PERIOD OF REPORT 


FROM 


TO 



DO NOT 
WRITE 
IN THIS 
SPACE 



THEATER OR CONTINENTAL 
COMMAND 



UNIT, ORGANIZATION, AND STATION 



PRIMARY MOS 


DUTY ASSIGNMENT 
(MOS CODE) 


DAYS OF 


JP 




DUTY 


LEAVE 


OTHER NON-DUTY 





DATE OF REPORT 



FOR REPORTS RENDERED BECAUSE OF PERMANENT CHANGE OF STATION, SUPPLY ADDRESS OF UNIT AND INSTALLATION 
WHERE OFFICER WILL REPORT 



PQ 



NAME, GRADE, AND ORGANIZATION OR UNIT OF RATING OFFICER 



NAME, GRADE, AND ORGANIZATION OR UNIT OF INDORSING OFFICER 



OA 



Section II. DATA AND SUGGESTIONS FOR USE IN ASSIGNMENT 

NOTH: Inlormalion on this page will be lorwarded to the Career Branch of the Personnel and Administration Division by TAG alter ratings 
have been determined. Proper future assignment and utilization of the officer will depend upon the care with which inlormation in this section 
is formulated and reported. Use typewriter or print in ink. 



A. DUTIES ACTUALLY PERFORMED ON PRESENT JOB. To be supplied by Rater. Be specific. Give his duty assignment and all 
additional duties with enough specific detail to show scope of job in each area. 



B. DESCRIPTION OF OFFICER RATED AND COMMENTS. These paragraphs should cover physical, monfal, moral qualities of rated 
officer, specialties of value to the Army, and any special defects or weaknesses affecting his ability to do certain assignments. 



COMMENTS OF RATING OFFICER 



COMMENTS OF INDORSING OFFICER 



C. 



ESTIMATED DESIRABILITY IN VARIOUS CAPACITIES. Assume you are a commander of a major unit in war. Indicate to what extent 
you would want the rated officer to serve under you in the next higher grade in 
each type of duty described bolow. Place an X in th® proper box, using the 



of the specialty. 


NA* 


i 


2 


3 


4 


5 


NA 


1 


2 


3 


4 


5 ' 


a. Represent your viewpoint and make decisions in your name at a higher headquarters. 


iiiiiliili 












Hllljjili 












b. Command a unit immediately subordinate to you on a combat mission. 






X 


5 


H 

1/1 








X 


S 


1/1 


. 


c. Be responsible in an emergency calling for initiative, coolness, forceful leadership. 




5 


z 

Q 


X 


o 

? 


5 

X 




5 


z 

o 


X 


o 


5 

X 


d. Work on an assignment requiring great attention to detail and routine. 




X 


UJ 
1 I 


> 

< 


O 


i — 

LU 




X 


U-r 


> 


o 


H- 

UJ 


e. Plan all aspects of a military situation, using judgment, initiative, and coolness. 




Z 

< 


z 

< 


“X - 

r\ 




&~ 

O 




— z— 

< 


z 

< 


X 

o 


2 


n 


f. Carry out an assignment in a civilian component such as ROTC, NG, or ORC. 


pill 


> 

tr 


X 

u 


"W 


X 


pr 

V- 




> 


X 

u 


t— 


X 


t— 

t— 


g. Represent you where tact and ability to get along with people are needed. j 


|if 


O 

z 


< 


CL 


u-J 

»_L. 


X 

O 




O 

z 


< 


CL 

Cl. 


uj 

u. 


X " 

e> 


h. Work on an assignment as specialist or technician. (Specify.) 






<- 


X 


55 

CL 


G 


WM 




y 

< 


X 


oc 

CL 




i. Carry out the duties of the type of work to which he is now assigned. 


li 
















►— 









RATER 



INDORSER 



D. IMMEDIATE RECOMMENDATIONS FOR CAREER DEVELOPMENT. Be specific. 



RATER'S RECOMMENDATION FOR ASSIGNMENT (MOS CODE) 



INDORSER’S RECOMMENDATION FOR ASSIGNMENT (MOS CODE) 



RATER’S RECOMMENDATION FOR FURTHER TRAINING 



INDORSEES RECOMMENDATION FOR FURTHER TRAINING 



E. ENTRIES ARE BASED ON* 

(RATER WILL CHECK) 


INTIMATE DAILY 


FREQUENT OBSERVATION OF 


INFREQUENT OBSERVATION OF 


ACADEMIC 


OFFICIAL 


CONTACT 


THE RESULTS OF HIS WORK 


THE RESULTS OF HIS WORK 


RECORDS 


REPORTS 



Ulf . -AGO FORM 

WD t jul 47 67-1 



PART 1 



IBM FORM 1X3. 1100 F 1429 REV, 



154 



F 14 29 REV. 3 

EFFICIENCY REPORT 

V/D AGO Form 67-1 Pari 2 See AR 600—185 for details. 



Unit Adjutant or Personnel Officer will complete Sections I and III. 
P.aling Officer will complete Sections II, IV, V, VI, VII, VIII, and IX. 
Indorsing Officer will complete Sections II, V, VII, and IX. 



LAST NAME 


FIRST NAME 


INITIAL 


SERIAL NUMBER 


GRADE 


ARM OR SERVICE 


COMPONENT 


PERIOD OF REPORT 
















FROM 


TO 



Section III. OFFICER REPORTED UPON 

Enter same information as for Section I. 



DO NOT 
WRITE 
IN THIS 
SPACE 



THEATER OR CONTINENTAL 
COMMAND 



UNIT. ORGANIZATION, AND STATION 



PRIMARY MOS 



DUTY ASSIGNMENT 
(MOS CODE) 



DAYS OF 


JP 


DUTY 


LEAVE 


OTHER NON-DUTY 





DATE OF REPORT 



FOR REPORTS RENDERED BECAUSE OF PERMANENT CHANGE Of STATION. SUPPLY ADDRESS OF UNIT AND INSTALLATION 
WHERE OFFICER WILL REPORT 



PQ 



OA 



READ INSTRUCTION SHEET CAREFULLY 
BEFORE MARKING THIS SECTION 



Section IV. JOB PROFICIENCY 



A. 


Becomes dogmatic about 


: 


^ 




A. 


Alv/ays criticizes. 






:: 


A. 


Fails to work for the 


: 






A. 


Fails to support 


: 








his authority. 


i— 


* 


i— 




never praises. 


i— 




i— 




best interest of all. 


h— 




" i— 




fellow officers. 


i— 




H 


B. 


Careless & slipshod in 


* \ 


► ! ! 


: l/) 


B. 


Carries out orders by 


;; 




:: to 


B. 


Has a high degree 


; 




!: tn 


B. 


Oversteps his authority. 


i/>; 


• 


cn 




attenlion to duty. 


!/>•; 


1 1 :: 


< 




"passing the buck." 




4 


< 




of initiative. 


i/>: 


: 7 


< 






to 


< 


C. 


No one ever doubts 


O: 


;; 




C. 


Knows his job and 


Or; 






C. 


Never makes excuses 


0 : , 






C. 


Gives clear and concise 


O: 


; ; 






his ability. 


s 




UJ 




performs it well. 


s" 




; ; lu 




for his mistakes. 


5 




: ; uj 




directions. 


? 


• * 


UJ 


D. 


Well-grounded in all 




: :: 


, — > 


D. 


Plays no favorites. 






, > 


D. 


Slow in accomplishing 






, , —t 


D. 


Very exacting in all details. 




j 


, _J 




phases of Army life. 




; :: 














his work. 










:: 


: 




A. 


Follows closely directions 


:: 


: 




A. 


Constantly striving for new 


:: 




:: 


A. 


Criticizes policies of 


; 






A. 


Blames others for 




: :: 






cf higher echelons. 


i — 


* ■ 


’ 1— 




knowledge and ideas 


i— 




i— 




superiors. 


i— 




’ h- 




his mistakes. 


i— 




’ H- 


B. 


Inclined to "gold-brick." 


i 


M 


l/> 


B. 


Businesslike. 


:: 




iito 


B. 


Others can't work 


\\ 




:: io 


B. 


Always demands strict 


<✓>:: 


: : 


GO 




i/>: 


: 2 " 


< 






tof: 


5 


< 




with him. 


to;; 


8 


< 




discipline. 


11 : 


< 


C. 


Criticizes unnecessarily 


O;: 


; : 




C. 


Apparently not 


O.; 




;; 


C. 


If he is wrong, will 


O;; 




;; 


C. 


Excellent at constructive 


O; 


•1 








s 


: 


UJ 




physically lit. 


s 




; ; uj 




admit it. 


s” 




: ■ uj 




criticism. 




•* 


; uj 


D. 


Willing to accept 




; 


, 


D. 


Fails to use good 






.. — J 


D. 


The men know they can rely 






. -J 


D. 


Hesitant about rendering 






-J 




responsibility. 


x 


i ii 






judgment. 


‘ : 








on his judgment. 


: j 




: 




decisions. 


- 


* 




A. 


A go-getter who always 




: :: 




A. 


Cannot assume 


;; 




: : 


A. 


Doesn't try to "pull rank." 






■j 


A. 


Can take over in 




; 






does a good job. 


H- 


• 


' 1— 




responsibility. 


i— 




” h- 






1— 




‘ t- 




an emergency. 




i * < 


V- 


B. 


Cool under all 


: 


: | 


i/> 


B. 


Knows how and when to 


;; 




:: to 


B. 


Knows men, their cap- 


1 




: ; t/i 


B. 


Fair and just in 


j 


! 


i A 




circumstances. 




: 3 


< 




delegate authority. 


to:: 


8 


< 




abilities & limitations. 


to; 


9 


< 




his dealings. 


uo ; 


12 : 


< 


C. 


Doesn't listen to 


O: 


: r 




C. 


Oilers suggestions 


0 :: 






C. 


Low efficiency. 


O; 






C. 


Lacks interest in his job. 


O;: 


*; 






suggestions. 


s 


• • 


LU 






s” 




: : uj 






s 




: : uj 






s” 


** 


; lu 


D. 


Drives instead of leads 




: i 


. — 1 


D. 


Too easily changes his ideas. 


:: 




—i 


D. 


Uses a steady monotone 


•; 




.. — * 


D. 


Questions orders from 


:: 


;; 


—i 






- 


: 1 














in his speech. 


1 








superiors. 


:: 


:: 





READ INSTRUCTION SHEET CAREFULLY 
BEFORE MARKING THIS SECTION 



Section V. JOB PROFICIENCY 



OO NOT WRITE IN THIS SPACE 



















Management and operation of military mailers not included in 
tactics and strategy. 



2 The direction of the over-all operation of a military unit 



Presenting learning materials in a classroom situation in a military 
or civilian component. 



Exercise of specialized knowledge, requiring lengthy technological 
training. 



Assisting commanders or battalions or larger units in devising methods 
of meeting the requirements of military situations. 



6 Duties involving aeronautical skills performed by rated officers. 



7 Training at service schools. Air University, Army Industrial College, etc. 



FOR RATING OFFICER 



FOR INDORSING OFFICER 



PRIMARY 


1 2 3 


1 4 E 


> V 


i 7 E 


\ ?. IP 


PRIMARY 


1 2 3 4 5 6 7 8 9 10 


SECONDARY 


1 2 3 


t 4 E 


» ( 


\ 7 E 


J 9 10 


SECONDARY 


1 2 3 4 5 


6 7 8 9 10 


DO NOT 
WRITE IN 
THIS SPACE 


1 


2 


3 


4 


5 


6 


7 


8 


9 


10 


1 1 


12 


13 


14 


15 


16 


17 


18 

- - - . 


19 


20 


21 


22 


23 


24 


25 


2C 


27 


28 


29 


30 


31 


32 
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A. 


People work for & with him 


:: 






A. 


Lacks ability to inspire con 








A. 


Plenty of military snap, 


; ; 


; ; 




A. 


Obtains respect &obedience 


M 


:: 






because of his personality. 






* ►— 




fidence of men & officer. 






' b- 




bearing, & neatness. 


j 5 


*■ 


* , 




without causing resentment. 




1 


r_ 






b— 




















h* 










b— 




1 


5 . 


Never rank-conscious. 


uoi* 


1 




8. 


Easygoing, 


*/>:: 


4 


: vo 


8. 


Normally cheerful. 


uoj: 


i: 


! UO 


B. 


Locks aggressiveness. 


VO;: 


; 


: vo 








< 








< 








7 ; 


< 






10 : 


< 


C. 


Thinks only of himself. 


O;; 






C. 


Type of man everyone 


O;: 






C. 


Can't take criticism. 


0 :: 






C. 


Has an excellent commond 


O;: 










5 




; llj 




likes for a friend. 


5" 




; lu 






s’ 


*■ 


’ LU 




of language. 


5 


5 


: uj 


D. 


Worries a great deal. 






, — j 


D. 


Has a quiet, dignified 






, — J 


D. 


Doesn't get along 


:: 


: 


_J 


D. 


Lacking in good conduct 




: 


-j 












beating. 










wifh people. 




* 






& moral habits. 


:: 


5 




A. 


Aclive in athletics. 


•i 




’ i— 


A. 


Hot-tempered. 






K 


A. 


Modest & reserved. 


:: 


: 1 


f— 


A. 


Coolheaded. 


:: 










h- 




















b— 










1— 






6 . 


firm but not overbearing. 


1 






B. 


Fails to demonstrate 


:: 




:: vo 


B. 


Doesn't have drive or 


:: 


: 


UO 


B. 


Commands respect by 


:: 


:: 


: vo 








2 






originality. 


\S)\\ 


5 






force he should. 


vo*! 


8 " 






his actions. 


vo*: 


if 








< 






< 








< 








< 


c. 


Egotistical. 


O; 




; llj 


C. 


Reserved. 


O : : 




; lu 


C. 


Antisocial. 


O;: 


ii 


LU 


C. 


Overbearing. 


O:: 


i 


; uj 






5 










5 “ 










s 










5 






D. 


Rubs people the 


jj 




, — j 


D. 


Impresses people favorably. 






, —1 


D. 


Respected by all 




: 


—1 


D. 


Indifferent. 


:: 




, -j 




wrong way. 


* : 
















fellow officers. 












- 


- 




A. 


Compliments a man on 
his good work. 


I — 




►— 


A. 


Boastful. 


t— 




” h- 


A. 


A quiet, unassuming officer. 


h— 


:: 


V 


A. 


Immature. 


I- 


• 


t— 




D. 


Loses his head, gets excited. 






uo 


B. 


Inspires pride in the 






• vo 


B. 


Follows rather than leads. 


:: 


5 


UO 


B. 


Modest but not retiring. 


:: 


: 








i/>j; 


: 3 


< 




organization. 


to* 


6 


< 






vo:* 


9 :: 


< 




vo-* 


12 :: 


< 


C. 


Has admiration of officers 


O; 






C. 


Lacks tact. 


Or 






C. 


Has an attitude of 


0 :: 


:: 




C. 


Nervous. 


°:i 


:: 






& men alike. 


s 




; ; uj 






5 




: lu 




superiority. 


5 


* : 


; lu 










LU 


D. 


Poor in dress & 


J' 




. . — J 


D. 


Thoughtful of olhers. 






, —1 


D. 


Tactful. 


:: 


: : 


, — j 


D. 


Thoroughly cooperative 


:: 




-J 




appearance. 


* 


















:: 


:: 






in his work. 









Section VII. PERSONAL QUALIFICATIONS 

Use ELECTROGRAPHIC PENCIL, following same directions as for Section V. MARK ALL SIX QUALIFICATIONS. 



FOR RATING OFFICER 



FOR INDORSING OFFICER 



The degree to which he is able to meet situations without 
bias and without emotional upset. 



1 2 3 4 5 



6 7 8 9 10 



1 2 3 4 5 



6 7 C 9 10 



The degree to which he is able and willing to work with 
other officers and enlisted men. 



1 2 3 4 5 



6 7 8 9 10 



1 2 3 4 5 



6 7 8 9 10 



The degree to which he is able to act on his own 
responsibility in absence of orders. 



l 2 



4 5 



6 7 8 9 10 



1 2 3 4 5 



6 7 8 920 



The degree to which he is able to discriminate & evaluate 
facts to arrive at logical conclusions. 



12 3 4 



6 7 8 9 10 



1 2 3 4 5 



6 7 8 9 10 



The degree to which his appearance and behavior cause 
people to react favorably. 



1 2 3 4 5 



6 7 8 9 10 



1 2 3 4 5 



6 7 8 9 10 



The degree to which he is able to carry out orders with 
consistency & firmness to achieve objectives. 



1 2 3 4 5 



6 7 8 9 10 



1 2 3 4 5 



6 7 8 9 10 



Section Vlll. OVER-ALL RELATIVE RANK 

FOR RATER ONLY 



The number cl officers in this 
grade rated by me at this time i$_ 



If these officers were arranged in order, considering overall future useful' 

ness to the Army, from highest (No,!} to poorest, this officer would be No. 

of the total group rated. 



Section IX. AUTHENTICATION 

Use typewriter (except for signatures} or ink. 

I certify lhat I have re3d the current AR 600-185 and that all ratings are made in accordance wifh insfrudions contained therein, and that 
fo the best of my knowledge and belief sll entries contained hereon are true and impartial. 



SIGNATURE OF RATING OFFICER 



SIGNATURE OF INDORSING OFFICER 



NAME, GRADE, AND ORGANIZATION OR UNIT 



OFFICIAL STATUS OF RATED OFFICER WITH RESPECT TO RATING OFFICER 



NAME, GRADE, AND ORGANIZATION OR UNIT 



OFFICIAL STATUS OF RATED OFTICER WITH RESPECT TO INDORSING OFFICER 
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APPENDIX F 

air force fating 'sous, booklet 

(oAIOFLE oHSLT) 



J 



3 



4 



5 



40, SUBORDINATING PERSONAL INTERESTS (Sec also V-49) 
□ 1 2 



Unknown 



Allowed personal interest 
and welfare to interfere 
seriously with perform- 
ance of duty. 



Made excessive use of the 
privileges of his rank to 
increase personal comfort 
or avoid inconvenience. 



Accoptod minor personal 
inconvenience in order to 
perform his duties. 



41. 



COOPERATING WITH ASSOCIATES (See also Ml) 
□ 1 2 



Unknown Refused to help or co- Cooperated only grudg- Gave some assistance to 
operate with an associate, ingly with an associate. an associate when re- 
quested to do so. 

42. SHOWING LOYALTY 

□ 1 2 3 



Unknown 



Openly criticized a sup- 
erior or associate. 



Allowed a superior or 
associate to be criticized 
without coming to his de- 
fense. 



Supported the policies or 
actions of a superior or 
associato. 



43. TAKING RESPONSIBILITY FOR SUBORDINATES (See also 11-26) 
□ \ 2 



Unknown 



Failed to take any re- 
sponsibility for the con- 
duct and fair treatment 
of a subordinate. 



Took vory little responsi- Assumed responsibility for 
biJity for tho conduct and tho conduct and fair troat- 
fair treatment of a sub- ment of a subordinate, 
ordinate. 



Subordinated personal 
desires to the perform- 
ance of duty. 



4 



Cooperatod willingly with 
an associate when called 
upon. 



4 



Gave credit to a superior 
for accomplishments of 
the organization. 



4 



Assumed substantial re- 
sponsibility for the con- 
duct and fair treatment of 
a subordinate. 



V. PERSONAL HABITS AND ADJUSTMENT 



44. ATTENDING TO DUTY 

□ 1 



Unknown 



Required constant prod- 
ding and close super- 
vision to keep hrs atten- 
tion on his assigned 
duties. 



Worked just hard enough 
to get by. 



Sbowod 

industry. 



sat isl actory 



Worked 
ingly to 
tivos. 



hard and will- 
achievo objcc- 



45. ATTENDING TO DETAILS 

□ i 



Unknown 



Neglected an important 
detail of his job with 
serious results. 



Neglected routine details 
of his work, slowing up 
operations. 



Hancflod satisfactorily the 
important details of his 
job. 



Gave caroful attention to 
tho important details of 
his job. 



46. REPORTING FOR APPOINTMENTS 

□ i 



Unknown 



Failed to kcop an appoint- Was late for an appoint- 
ment causing serious in- ment without notifying 
convenience to others. others. 



Notified others when he 
expected to be lato for an 
appointmont. 



Made a special oftort to 
be prompt in reporting for 
an appointment. 



47. MEETING COMMITMENTS (See also 1-3) 

□ i 



Unknown Failed to moet a commit- 
ment hindering tho work 
of others. 



Was lato in mooting a 
commitment causing in- 
convonience to others. 



Met a commitment 
promptly and fully. 



Met a commitmont fully 
in spite of difficulties be- 
yond his control. 



48. 



IMPROVING EFFECTIVENESS (See also VI-55) 

□ 1 2 



Unknown Refused an opportunity Ignorod an opportunity lo Accepted an opportunity Was alert to an oppor- 

offered him to improvo improve his proficiency to improve his proficiency tunity to improve his 

his effectiveness. or potentiality. or potentiality. effectiveness. 



49. BEING FAIR AND SCRUPULOUS (See also IV-40) 

□ 1 2 



Unknown 



Made an inaccurate or Used an indirect and 
ovasive statement or in- questionable method, 
dulged In a "sharp” prac- 
tice. 



Was satisfactorily accu- 
rate, frank, or fair in a 
statement or practice. 



Used a direct and forth- 
right method. 



Disregarded personal wel- 
fare and interests com- 
pletely whon necessary 
for the successful per- 
formance of duty. 



5 



Voluntarily assisted an 
associate whon help was 
needed. 



5 



Shared any criticism or 
blame directed at a sup- 
erior for the mistakes or 
shortcomings of his organ- 
ization. 



5 



Assumed full responsi- 
bility for the conduct and 
fair treatment of a sub- 
ordinate. 



5 



Did extra work voluntar- 
ily in order to achieve ob- 
jectives. 



5 



Mado sure that all details 
of his job were completely 
taken care of. 



5 



Kept an appointmont in 
spite of substantial per- 
sonal inconvenience. 



5 



Completed an assignment 
ahead of time and moro 
fully than required. 



5 



Sought out actively an 
opportunity to improvo 
his proficiency and poton- 
tiality. 



5 



Was scrupulously accu- 
rate, frank, or fair in a 
statement or practice. 
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3 



4 



5 



30. MAKING USE OF EXPERIENCE (See also VI 

□ 1 



Unknown Made no application of 
his own or othors' exper- 
ience in similar work re- 
sulting in unnecessary 
delays and errors. 

31. LONG-RANGE PLANNING 

□ i 



Unknown Failed to prepare plans to 
guide the organization’s 
work- 



32. TAKING PROMPT ACTION 

□ i 



Unknown Refusod to act when a 
decision was urgently 
needed. 



33- SUSPENDING JUDGMENT 

□ t 



Unknown Refused to wait for or 
examine essential addi- 
tional facts beforo decid- 
ing, 



34. MAKING CORRECT DECISIONS 

□ 1 2 



Unknown 


Made a bad decision 
which appeared quite con- 
trary to the known facts. 


Made a sorious error in 
judging the relative im- 
portance of several fac- 
tors in deciding. 


35. PERSISTING IN EFFORTS 




□ 


1 


2 


Unknown 


Gave up as soon as he mot 
opposition or difficulties 
in pursuing an objective. 


Gave up after a few at- 
tempts had failed. 


36. MAKING FORCEFUL EFFORTS 




□ 


1 


2 


Unknown 


Mado very feeble and in- 
effectual efforts to achieve 
an objective. 


Made only weak and 
partially effective efforts 
to achieve an objective. 


37. ABSORBING MATERIALS 




□ 


1 


2 


Unknown 


Delayed operations be- 
cause of his poor memory 
or the slowness with which 
he absorbed facts. 


Made a mistake due to 
slow learning or faulty 
memory for facts. 



2 



Failed to make adequate 
application of his own or 
others' experience result- 
ing in a loss of effective- 
ness. 



2 



Prepared only inadequate 
plans based on a sketchy 
understanding of the ob- 
jectives. 



2 



Hesitated or put off mak- 
ing a needed decision al- 
though possessed of all 
essential facts. 



2 



Failed to request or ex- 
amine needed additional 
facts before deciding. 



Made some application of 
his own or others' exper- 
ience to assist him on a 
problem. 



3 



Prepared plans based on 
only the immediate ob- 
jectives of the organiza- 
tion. 



3 



Took necossary action 
without serious delay. 



3 



Decided only after he had 
been supplied with some 
additional information. 



3 



Made an adequate deci- 
sion based on a reason- 
able interpretation of the 
facts. 



3 



Kept on working toward 
an objective of the organi- 
zation despite minor diffi- 
culties or opposition. 



3 



Was somewhat vigorous 
and forceful in his efforts 
to achieve an objective. 



3 



Learned and rememberod 
well enough to do a satis- 
factory job. 



Made good uso of his own 
or others’ experience to 
work out a problem. 



4 



Prepared careful plans 
based on a full under- 
standing of all the objec- 
tives. 



4 



Took prompt action to 
meet an established need. 



4 



Withheld his decision on 
an important matter until 
the main additional facts 
needed could be ex- 
amined. 



4 



Mado a good decision 
showing sound evaluation 
of all the factors involved. 



4 



Renewed his offorts after 
a major sot-back in pur- 
suing an objective of the 
organization. 



4 



Pursued an objective of 
the organization with 
energy and force. 



4 



Achieved good results be- 
cause he learned or re- 
called facts better than 
others. 



Applied his own and 
others' experience to the 
fullest extent in the solu- 
tion of a problem. 



5 



Developed very offective 
long-range plans based on 
a thorough analysis of all 
objectives and of means 
of reaching them. 



5 



Took prompt action to 
meet a legitimate need 
oven though he might 
have delayed. 



5 



Insisted in spite ol strong 
pressure on ohtarning 
needed additional facts 
before making an im- 
portant decision. 

5 



Made an excellent de- 
cision which exactly fitted 
all the factors involved. 



5 



Persisted in his efforts to 
achieve an objective of 
the organization despite 
repeated set-backs or 
severe opposition. 

5 



Made very vigorous and 
forceful efforts to achieve 
an objective. 



5 



Achieved exceptional re- 
sults because of his un- 
usual ability to learn and 
remember pertinent in- 
formation. 



IV. ACCEPTANCE OF TEAM PRINCIPLE AND ORGANIZATIONAL DISCIPLINE 



38. COMPLYING WITH ORDERS AND DIRECTIVES 

□ 1 2 



3 



4 



5 



Unknown 



Disobeyod an order or 
directive. 



Delayed or tried to avoid 
compliance with an order 
or directive. 



Complied satisfactorily 
with an order or directive 
without undue delay. 



Carried out an order or 
followed a directive 
promptly. 



Carried out promptly and 
effectively the spirit and 
intent of an order or 
directive. 



39. ACCEPTING ORGANIZATIONAL PROCEDURE 

□ 1 2 



3 



4 



5 



Unknown 



Violated an organizational 
procedure or regulation. 



Was openly critical of and 
followed only partially an 
organizational procedure. 



Conformed without opon 
criticism to an organiza- 
tional procedure with 
which he had previously 
expressed disagreement. 



Accepted a procedure fully 
because ho understood 
the necessity for organi- 
zational control. 



Accepted and promoted 
understanding of a pro- 
cedure as essential to 
effective organizational 
control. 
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Last Name: First Name Initial 


Grade 


Serial No. 


INSTRl ( TIONS: Place an * X ’ in the appropriate box to denote your evaluation of the performance of this officer with respect to the critical require- 
ments listed below. The six columns of l*>xea correspond to the unknown box and the five numbers on each scale in the Check Lut of Critical Rnjuircment* 
•or Offior Eroluat ion oa Report of Officer A'jferfieraeas MF Eorm 77.-1). 



[J L PROFICIENCY 
V 1 2 3 4 5 

□□□□□□ 

□□□□□□ 

□□□□□□ 

□□□□on 

□□□□□□ 

□□□□□□ 

□□□□□□ 

□□□□□□ 

□□□□□□ 

□□□□□□ 

□□□□□□ 



IN HANDLING ADMINISTRATIVE DETAILS 

1. Understanding instruction* 

2. Scheduling work 

3. Getting information from record* 

4. Getting ideas from others 

5. Checking accuracy of work 

6. Writing letters and reports 

7. Getting cooperation 

8. Presenting finished work 

9. Keeping records 

10. Keeping others informed 

11. Rendering effectiveness report* 



X | | M 

12 3 4 5 

X | | ! | | 



( DO NOT USE 
THIS SPACE ) 



II. PROFICIENCY IN SUPERVISING PERSONNEL 



U 1 3 3 15 

□ □□□□□ 12 . 

□ □□□□□ 13. 

□ □□□□□ 14. 

□ □□□□□ is. 

□ □□□□□ 16. 

□ □□□□□ 17 . 

□ □□□□□ 18. 

□ □□□□□ 19. 

□ □□□□□ 20 . 

□ □□□□□ 21. 

□ □□□□□ 22. 

□ □□□□□ 23. 

□ □□□□□ 24. 



Matching personnel and jobs 

Delegating authority 

Giving orders and instructions 

Insuring comprehension 

Giving reasons and explanations 

Supporting authorized actions 

Encouraging ideas 

Developing teamwork 

Setting a good example 

Assisting subordinates in their work 

Evaluating subordinates’ work 

Looking out for subordinates’ welfare 

Maintaining relations with subordinates 



l_l I 



II 



(DO NOT USE 
THIS SPACE I 



111. PROFICIENCY IN PLANNING AND DIRECTING ACTION 



U I 3 3 4 3 

□ □□□□□ 25. 

□ □□□□□ 26. 

□ □□□□□ 27. 

□ □□□□□ 28. 

□ □□□□□ 29. 

□ □□□□□ 30. 

□ □□□□□ 31. 

□ □□□□□ 32. 

□ □□□□□ 33. 



I I 



Taking responsibility 
Solving problems 
Making use of experience 
Long-range planning 
Taking prompt actinn 
Suspending judgment 
Making correct decision* 

Making forceful effort* 

Absorbing materials 

1 (DO SOT USE 
THIS SPACE I 



IV. ACCEPTANCE OF ORGANIZATIONAL RESPONSIBILITY 



U I 2 3 4 5 

□□□□□□ 

□□□□□□ 

□□□□□□ 

□□□□□□ 

□□□□□□ 

□□□□□□ 



34. Complying with orders and directive* 

35. Accepting organizational procedure 

36. Subordinating personal interests 

37. Cooperating with associates 

38. Showing loyalty 

39. Taking res|>onsibility for subordinates 



I 



12 3 4 



X | | | | | 



(DO NOT USE 
THIS SPACE) 



V. ACCEPTANCE 

U 1 2 3 4 6 

□ □□□□□ 40 . 

□ □□□□□ 41. 

□ □□□□□ 42. 

□ □□□□□ 46. 

□ □□□□□ 44. 

□ □□□□□ 45. 

□ □□□□□ 46. 

□ □□□□□ 47. 

□ □□□□□ 48. 



OF PERSONAL RESPONSIBILITY 

Attending to duty 
Attending to details 
Reporting for appointments 
Meeting commitments 
Being fair and scrupulous 
Maintaining military appearance 
Adapting to associates 
Adapting to the job 
Conforming to civil standards 



x i jj_ i L 

1 2 3 4 6 

X | | | | 1 





(DO NOT USE 






THIS SPACE) 





VI. PROFICIENCY IN DUTY MILITARY OCCUPATIONAL SPECIALTY 

(Describe ffce specific duty performed on d give ike SSS/ of the duty) 



U I 2 3 4 $ 

□□□□□□ 

□□□□□□ 

□□□□□□ 

□□□□□□ 

□□□□□□ 

□□□□□□ 

x I ) I I T 

1 2 3 4 5 

x 1 1 1 1 r 



49. Possessing fundamental training 

50. Improving effectiveness 

51. Keeping well-informed 

62. Applying training and information 

53. Showing ingenuity in specialty 

54. Handling related assignments 





{DO NOT USE 1 




THIS SPACE) 




i 



TOTAL SCORE 



(DO NOT USE THIS SPACE) 



i:V S GOVOtWNT PRINTING OTFICE 1949— O 941770 



160 



APPENDIX H 

xVjAAINE CORPo rating foam 



NAVMC G52-PD 



REPORT ON FITNESS OF OFFICERS OF THE UNITED STATES MARINE CORPS 

(To be submitted in accordance with Art, 137, U. 9. Nary Regulations, 1920, and ArU 10-22, Marine Corps Manual) 

(Name — Surname first) * (Rank) 

Ship or station 

Period covered months, from to 

To be answered by officer reported on: 

1. Regular duties 

3. Wife'e address 

4. Name, relationship, and address of person other than wife to be notified in case of emergency 



U. S. M. C. 

(Signature) (Rank) 

To be answered by reporting officer: 

6. Reporting officer : — , - — — U. S 

(Name) (Rank) 

6. Method of rating. — "When rating this officer, consider carefully and keep in mind the following definitions, taking into con- 

sideration his length of service, the opportunities afforded him which might have a hearing on his performance of duty, 
his personal characteristics, and professional qualifications: 

Unsatisfactory.— -I nefficient; below minimum standard. 

PAIR. — Satisfactory; passably efficient; up to minimum standard. 

Good. — Average qualifications; efficient, but to a less degree than “ Very good.” 

Very good. — Above average; efficient; well qualified. 

Excellent. — H ighly efficient; qualified to a high degree. 

Outstanding. — Superior; exceptionally efficient; qualified to a preeminent degres. 

•"Not observed. — T o be used in all cases where the reporting officer has had insufficient opportunity to' observe-' the 
officer reported on during the period covered by this report to permit a rating as to performance of a particular duty, 
personal characteristics, or professional qualifications. 

7. Before making out this report, decide in your own mind on an actual officer in the grade of the officer now being reported on 

who, in your opinion, based on personal knowledge, is the outstanding officer of his rank in the Marine Corps; or 
Decide in your own mind the character attributes and professional qualifications which the ideal officer in the grade of the 
officer now being reported on should possess. 



8. Considering the officer reported on in comparison with your ideal (7), and having in mind 
■ the instructions under (6) “ Method of Rating”, indicate your estimate of him by mark- 
ing “X” in the appropriate space below. 


Not observed 


I 

0 


P* 


1 

o 


Very good 


i 

1 

H 

W 


Outstanding 


Performance of duty (based on fact) : 




I 


_ mM 













(6) Additional duties- 
















_ _ 


(c) Administrative duties 

(d) Executive duties 

(«) Handling officers 


— 


— 





— 


— 


— 


— 


(/) Handling enlisted men 


— 


— 


— 











— 


{g) Training troops . 

















------ 


(ft) Tactical handling of troops (unit appropriate to officer's grade) — 












— 


— 


- .... 
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9. To what degree has ho exhibited the following qualifications? Consider him in com- 
parison with your ideal (7), and indicate yonr estimate by marking “X” in the appro- 
priate space below. 


Not observed 


a 

4> 

i 




■8 

O 

O 


Very good 


1 

I 

w 


1 

I 

3 

O 


(a) Physical fitness (physical stamina; endurance under hardship, adversity, or discourage- 
ment) : 
















(6) Military bearing and neatness (dignity of demeanor: neat and smart appearance) 
















(c) Attention to dnty (industry: the trait of working thoroughly and conscientiously) 
















(d) Cooperation (the faculty of working in harmony with others, military or civilian) 
















(a) Initiative (the trait of taking necessary or appropriate action on own responsibility)... 
















if) Intelligence (the ability to grasp readily situations and instructions) 

(g) Judgment and common sense (the ability to think clearly and arrive at logical conclu- 










— 





— 


— 


(A) Presence of mind (the ability to think and act promptly and effectively in an unex- 
pected emergency or under great strain) _ 
















(i) Force (the faculty of carrying out with energy and resolution that which is believed to 
be reasonable, right, or duty) 
















(J) Leadership (the capacity to direct, control, and influence others and still maintain high 
morale). _ . . _ _ . _ 
















(&) Loyalty (the quality of rendering faithful and willing service, and unswerving allegi- 
ance under any and all circumstances) 

















10. Has he any characteristics — temperamental, moral, physical, etc. — which adversely affect his efficiency? 

If yes, briefly describe them 



11. During the period covered by this report, has the work of this officer been reported on either in a commendatory way, or 

adversely? If bo, indicate subject matter and date — 

12. During the period covered by this report was he the eubject of any disciplinary action that should be included on his record? 

If yes, and if not previously reported to Headquarters, attach separate statement of nature and attendant 

circumstances. 

13. In case any unfavorable entries have been made by you on this or on a previous report, were the deficiencies noted brought 

to the attention of the officer concerned? If yes, what improvement, if any, has been noted? 



If no improvement was noted, what period of time has elapsed since the deficiencies were brought to his notice? 

14. Considering the possible requirements of the service in war, indicate your attitude toward having this officer under your 
command. Would you — 

(а) Particularly desire to have him? — (c) Be willing to have him? 

(б) Be glad to have him? (d) Prefer not to have him? — 



16. (To be answered only when reporting on officers serving under revocahlo commissions.) Do you recommend retention in 
the service after expiration of revocable period of commission? 

(Yes or no; if negative give reasons) 

16 . Remark©: (To he used for additional pertinent information or comment, if any, not covered elsewhere in thie report) 



17. Indicate your estimate of this officer’s “General Value to the Service”, using the ratings specified in (6) - - 

18. Having in mind the epecial fitness of this officer and the efficiency of the naval service, 1 certify that to the beet of my 

knowledge and belief all entriee made hereon are true and without prejudice or partiality. 



(Signature) 



(Rank) 



u. s 



(Date) 
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Behavior — 



Cognition- 



Continuum— 



Correlation 



Correlation 



APWTJDIX I 
GLOr 7 - Y OF ?: HKfi 

Any or all of the overt actions of on in- 
dividual Including man ifcatations of emotions. In 
the field of efficiency rating it refers particu- 
larly to tuosi actions or ,enif ostntions which aro 
significant to the Job being performs by the rateo. 

A conce ;t, n mental picture. Also tho act 
of forming a .ontal picture. 

The relation which exist 1 hen several en- 
tities are actually varying degree of t.«e sano 
quality of thing. 

The degree with which two phenomena are re- 
lated or asaociatod. Correlation iwpliet- associa- 
tion only, not causality. 

Coefficient of— The mathematical expraeaion of 
the degree of association. A coefficient of 1.00 
signifies perfect ouHOciation for, knowing tho va- 
lue of one phenomenon, tho personnel teenager nay 
predict the value of the other exactly. Coefficients 
of less than 1.00 indicate that prediction veil! be 
lose than perfect until, at a coefficient of 0.0, 
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there Is no relation and prediction will bo no 
bettor than blind guessing* :?« ;#tive coefficients 
lisv© predictive value carapartble to thrl of posl- 
tivu coefficient* of the atv.e :n#sorlcal magnitude. 
However, with a negative ooeff Iciont, the noxinun 
dial lay of one phenomenon in o^aooit tod with the 
nininura of the other and prediction .u t bo nado 
on thf t basis* 



Distribution — Any group of scores obtained on the earto 

retin^ or to tin. device and ga tin* red together for 
c one id® re t i on . 

Efficiency i at lag — This is one neae for an assessment of 
that portion of an individual’s value on a job 
which is m do up of intangible qualities not n ea- 
a arable by uore objective nouns. The tors* ia also 
applied to the blank paper for.-* ueed to syeteaatise 
and record this as£eei>siont* 

Lff iclency Report -- The U. f. Army efficiency ratin,, device 
for officers. The tern "report" carries t jo con- 
notation thf t only a dor crip t Ion of tho rate# Is 
be in-, ns do ith the derivation of a rat In; being 
postponed until the report reechos headquarters. 

fitness deport — Tho U. f, Hevy equivalent of the A ray ’ ffl- 
cieac,, hoport. 
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Moan — 


Tho aritijootieal fivers # of a group of num- 
bers. 


Median — 


The point or nuaber in a di.- trihut i»n which 
divines the dlstributi n Into t o equal parts. 



Merit f.*tinc — * he Industrial psychologist * 3 equivalent of 



ir ~ 


the fficiency Hating. 

Tho symbol for tho number of subjects jjar- 
tic ips ting in an experiment. 



Perception — That which takas place when an individual 





becomes a wo of the occurrence of a phenomenon or 

of the existence of an Entity. 


Percent ilo 


'’core — A score presented in each fora that it 
show- the percent* .*« of t.io entire distribution 
which Hoj oelow that particular score* Thus a 
75th percentile score is higher then 75/ of tho 
acorea of that distribution* 


Katee — 


The Individual who ia the subject of the 
efficiency rrting or report. 


Hater — 


The person who performs the as»escwu*nt and 
makes out the ratine fora. 



haw re ora 



The actual score attained on. a rating. 
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reliability — 'Hint quality of o nenauring instrument 

which causes the device to produce tn© aa :e re- 
sult on successive eeeuroraents of the sa^a en- 

4 + ^ ^7 

V* a 

Reporting fenlor — The Navy*s tor: for ttse Hater. 

Service hating — The name applied to efficiency rating in 
the field of public personnel administration. 

Service Report — The name applied to the efficiency report 
in fcUo field of public personnel administration. 

Skewed Distribution — A distribution which ha departed from 
tho noruil holi-shaped curve and has the major 
portion of Its scores concentrated near one end of 
tho scale. 

Split-Helves reliability — A kind of reliability determined 
j'j dial 11. 'ig the test or rating device into two 
equivalent parte and correlatin', the scores on the 
two part©. The resulting coefficient is known as 
the split-helves reliability coefficient. 

Standard Deviation — A statistical concept! s u«»G.«ur of the 
variability of t**o Jiatrioutlon* It la determined 
by taking the square root of t.*e sm/orojc of the 
deviations (fro r. the neon) of all the scores in 



the distribution* 


















m+s • 







f «M 

• till 










167 



St fend rd “"cor* — The stf-ndurd score equivalent of » raw 
score la the deviation of th#t rav score froia 
the taean of the score*, divided by the standard 
deviation of t.;e distribution* fhe standard 
score is e I’atio and ay such is coup* r«ble to 
standerd scores in other J.i atrlontiona* Therein 
lie* it usefulness* 

Statistical lignificanco -- A torn applied to describe a dif- 
ference between two unnsurcs. It refers to n ocn- 
vontion observed by atsitisticlans who r«tby, if the 
difference is three tir.es a; greet as the standard 
deviation of that difference, the chance that on 
repeated no cm; regents the difference *111 be found 
to occur in the opposite direction is so sumll os 
to be nsgli ible. Under such cor. lit ions, the dif- 
ference i* sal to be "ataf ijnicnll; aignif leant" . 

fub Ject — The general tern for the individual being 

subjected to study in an experiment • 

Trait — A consistency of behavior toward « given 

stimulus. 



Validity — 



Thai, ability of a jcea»urln <; device to noa- 



aure tnat < .ich it purports’ to deai-mre 



im 



Vali iit 7, Fft ce — Validity ehich is a* ardod to a device by 
reai on of the fact that it a pears (on considera 
tion of ith makeup) to cseai.uro fch* t •hich it pur 
port to •Teaauro* 

s ’Score — A synonym for Standard he ore. 
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